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ABSTRACT
Church staff encounter unique spiritual formation challenges that are not
experienced in other vocations. In addition to managing stressors that are typical in every
workplace setting, the church staff must also address the implications that arise because
their pastor is also their employer, and their place of worship is also their workplace.
These challenges are magnified in the large-church environment due an increased focus
on employee performance and an emphasis on a corporate organizational structure. Over
the last few decades, large churches have adopted best-practices from the corporate
world, practices which focus scrutiny on increasing staff performance, further adding to
staff members’ stress and anxiety.
While there is a great deal of writing on the subject of staff management in church
leadership, there is surprisingly little material dealing with the spiritual formation of
church staff. This dissertation considers how church leaders and staff can compensate for
the unique spiritual and emotional obstacles that large-church staff members face. The
thesis of this work is that there are three key elements which contribute to the success of
a large-church staff configuration:
1. the availability of a spiritual director to the staff,
2. an enhanced belief in the sacredness of each ministry1 role, and
3. an intentional workplace rhythm of life.
Spiritually formative pathways which incorporate these three elements help
compensate for the spiritual obstacles faced by large-church staff. This dissertation

1

Unless otherwise specified, the term ministry is used to convey Christian service, whether performed
by a recognized minister or not.
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demonstrates how infusing these elements into a staff culture will mitigate against
emotional and spiritual despondency, and significantly enhance the spiritual formation of
large-church staff members.

ix

CHAPTER ONE

A CRISIS OF FAITH AMONG LARGE-CHURCH STAFF
You see, the question that burns in the heart of the mentor leader is simply this:
What can I do to make other people better, to make them all that God created
them to be?
—Tony Dungy, The Mentor Leader

Sara
Sara has been an assistant to Pastor Julie for six months. Pastor Julie is
responsible for the Groups Ministries of a large, suburban church. When Sara answered
the ad on the church website, she was overjoyed at the thought of working for her church.
She wasn’t dissatisfied with her current job, working in the hospital accounting
department, but was exhilarated by the possibility of employment in a Christian
workplace. Even if the work itself was similar, she was excited about the change in
environment. She looked forward to being involved in ministry, seeing life-change
happen, and having the opportunity to work in a climate that would contribute to her own
spiritual growth. Sadly, she no longer feels that way.
Today, Sara dreads answering the phone in her cubicle because she doesn’t know
if it’s going to be an angry group member or a sobbing voice pleading to speak to a
pastor. Her anxiety and short-temperedness fills her with shame. “I work for a church; I
should be more compassionate,” she thinks to herself. She no longer looks to her pastor

1
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for answers with the naiveté she once did. She still considers Pastor Julie to be a sincere
woman of God, but also realizes that even Pastor Julie has her own issues to deal with.
Sundays aren’t any better. Because of last-minute demands or tasks she wasn’t
able to get to during the week, Sara usually arrives to the worship service late. Not
wanting to be inundated with questions by volunteers or group members in the lobby, she
slips out early. When she is in the sanctuary, she is usually distracted. It pains her to
recognize that she feels like she has lost her church.
To make matters even more discouraging, Sara does not feel like there is anyone
she can talk to. She feels protective of Pastor Julie and the other church staff so she does
not want to speak to any of her friends about her struggles for fear that they would think
less of the church. She is uncomfortable speaking to her husband because he is already
frustrated that she is putting in so many more hours than she is getting paid for. If
circumstances were different, she would consider setting up a counseling session with the
senior pastor. But, she dismisses that thought, knowing first-hand how busy Pastor Julie
already is. She doesn’t want to be an added burden.

Carlos
Carlos has been a high-level volunteer at the church for almost ten years. Over
that span of time, he developed a good relationship with Pastor Mike, the senior leader of
the church. In fact, for eight of those years, Pastor Mike met with Carlos every
Wednesday morning to disciple him.
One day, during their weekly time together, Pastor Mike asked Carlos if he’d
consider coming on staff to lead the church’s Care Ministry. Carlos was overcome with
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emotion. He had never entertained the idea that he would be worthy of working on a
church staff! He was highly involved in the recovery ministry of the church and also
served on the hospital visitation team. Carlos loved being connected with people in their
most intimate and personal struggles and felt very fulfilled in helping people find hope in
times of despair. He had leadership and organizational skills as demonstrated by his
success as the operations manager of a local rock and gravel company. However, the
thought of leaving the business world behind and heading into full-time vocational
ministry was an unexpected, exhilarating, and terrifying concept!
Eventually, after interviewing with the executive pastor and after much prayer and
reflection, Carlos accepted the position as Director of Care Ministries. Even though it
was a significant cut in pay, Carlos was excited about the opportunity to do such
meaningful work. He gave his two-week notice at the gravel company and showed up at
the church office two weeks later. The church HR Generalist walked him through his
paperwork, showed Carlos around and introduced him to the rest of the staff. Many of
them were already very familiar with Carlos and welcomed him warmly. He couldn’t
help but display a large smile throughout the day.
A year into his new job, Carlos was having trouble sleeping. He realized it had
been months since he’d had an uninterrupted night’s sleep. Some nights, his sleep was
broken by the pastoral care hotline, as those in immediate need (as well as those who
simply didn’t want to wait until normal working hours) reached out for help. Most nights,
however, he was simply awakened by the thoughts of those he had ministered to that
week. He found himself overcome by the magnitude of pain and loss within the
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congregation. The death, sickness, and broken marriages, along with the stories of abuse,
neglect, and wayward children haunted him.
To make matters even more overwhelming, Carlos had no one to talk to about the
weight he was carrying. The week Carlos joined the staff was the end of the regular
meetings between him and Pastor Mike. Upon joining the staff, Pastor Mike had
communicated to him that now that Carlos was part of the staff, Pastor Mike had other
congregants he needed to invest in. In his role, Carlos reported to the executive pastor,
Jean. Pastor Jean was very affirming of Carlos’ work and Carlos didn’t want to
disappoint her by telling Pastor Jean that he was struggling. Carlos was proud of his role
in meeting the needs of the congregation, so that the executive leaders could do the work
of leading the church.
In addition, things at home were getting a bit shaky. Carlos’ wife, Sharon saw the
strain on Carlos and urged him to talk with someone. Carlos couldn’t get her to
understand why that wasn’t possible. She didn’t understand that this was how it was
when one worked on a church staff.

The View from Inside
Sara and Carlos are fictitious people, but their stories are true. They are
compilations of conversations and experiences witnessed in my role as an executive
pastor in a large, multi-staff church. They represent the struggles common to church
employees of various staff sizes, but specifically those on a large-church staff.
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This paper is informed by the author’s position as Executive Pastor of Operations
at The Crossing Christian Church (TCCC). The Crossing Christian Church is an
evangelical, non-denominational, independent church, which held its first service in July,
2000. In the first year, average weekly attendance was four hundred and ninety-five
people: the current average is forty-eight hundred adults and children every Sunday. I
have been with the church for sixteen years, and have held leadership positions as the
Children’s Pastor, Small Groups Pastor, and Spiritual Formation Pastor. I currently
oversee the business operations of the church, including finances, facilities, and human
resources. In this role, I am an advocate for leadership development, overseeing events
such as the annual Willow Creek Global Leadership Summit simulcast on our campus.

Defining Terms
Secular:
This paper will use the modern understanding of the word as a “…nonsectarian, neutral,
and a-religious space or standpoint…” referred to as Secular2 by James K. A. Smith in
his reading of Charles Taylor.1 Subsequently, secularism would refer to the principles
that embrace theories and practices that do not acknowledge God or other spiritual
dynamics.

1

James K. A. Smith, How (Not) to Be Secular: Reading Charles Taylor (Grand Rapids, MI: Wm. B.
Eerdmans, 2014), 21, Kindle.
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Large Church:
This paper defines a large church2 as a Protestant church with an average weekly
attendance of over five hundred adults and children, in the United States. Although
churches with an average weekly attendance over 2000 are categorized as megachurches,
they will be included in this category of large churches, because most of the issues
addressed in this paper relate to churches with multiple staff.3 Catholic and Orthodox
churches are excluded in this definition because they are led and organized in a distinctly
different way than most Protestant churches.
Church staff:
This term describes paid employees within a local church. Unless otherwise indicated
however, church staff will include those who are not considered part of the executive
leadership team of the church. In this definition, church staff includes pastoral staff who
are not on the executive leadership team along with those who are responsible for the
day-to-day detailed operations of the church sometimes referred to as support staff.
Spiritual/ality:
This term will be used two different ways in this text. When used to refer to its more
general meaning, it will be defined as “Relating to or affecting the human spirit or soul as
opposed to material or physical things.”4 However, when used in conjuction with church

2

500 is the generally accepted attendance figure that categorizes a church as large. This is reflected in
the writings of such researchers as Dr. Scott Thumma of the Hartford Institute for Religous Research and Dr.
Warren Bird of Leadership Network.
3

This paper is primarily directed at those leaders with a staff of ten or more, though many of the
challenges and solutions offered in this paper could also be applicable to those with a smaller staff.
4

Dictionary.com, s.v. "Spiritual," accessed September 18, 2016,
https://en.oxforddictionaries.com/definition/spiritual.
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leaders and their staff, it is intended to be defined in the Christian sense of “…being
attentive to the Holy Spirit’s voice, open to his transforming impulses, and empowered
by his indwelling presence.”5
Spiritual formation:
Generally, when used in this paper, spiritual formation will refer specifically to the
Christian tradition. It will refer to the process of being conformed to the image of Christ
for the sake of others. It is inspired by the Holy Spirit and grounded in scripture and a
faith community.

The Challenges Facing the Senior Leader of a Large-Church Staff
Before addressing the difficulties encountered by the large-church staff, it is
necessary to consider the challenges facing the senior leader of the large-church staff.
The multi-staff environment is a relatively new phenomenon in church leadership.
Twenty-five to thirty years ago, it was common for a pastor leading a congregation with
an average worship attendance of five hundred people, to have few, if any, staff.
Typically, the pastor would be fortunate to have a few part-time staff. The senior leader
was able to effectively lead the church with fewer paid staff because of the cultural
values of the time and the consensus of the membership. Forty years ago, the
USAmerican church was made up of people shaped by group values and a sense of
personal identity informed by the groups that the individual belonged to. Belonging to a
particular church meant that the congregant was in agreement with the success of that

5

Glen Scorgie G. et al., Zondervan Dictionary of Christian Spirituality (Grand Rapids, MI:
Zondervan, 2011), s.v. “Overview of Christian Spirituality,” 27.
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group and was willing to support the programs and practices of the group. The pastor led
a group of people who were ready to self-organize in support of the church.6
The large church today exists in a very different cultural milieu. Consumerism has
become firmly rooted in the typical congregation. The values of community and
belonging have been usurped by the values of individualism and personal experience.7
The church leader is now attempting to affect people immersed in a market-force culture
that results in “…an encroaching ‘commodification’ of everything, the reduction of the
human to the economic, behavior to self-interest, wisdom to ‘cost-effectiveness,’ success
to ‘productivity,’ society to ‘an arena for competitive individualism,’ and human beings
to ‘consumers’ and ‘maximizers.’8 The church leader in this culture can no longer rely on
the congregation to be as committed to the success of the group. More paid staff are
needed to organize and support the church.
Consumers flock to the large church with the expectation that the large church can
better meet the individuals’ needs, such as effective programming, exceptional ministries
for families, and a more significant sense of community impact. An example of the
attractiveness and impact of the large church is demonstrated in a 2015 study conducted
by the Hartford Institute for Religious Research. Their research concluded that, “The
religious landscape of the United States is overwhelmingly dominated by congregations
with less than 500 persons in weekly worship. Over 90 percent—almost 300,000—

6

Susan Beaumont and Gil Rendle, When Moses Meets Aaron: Staffing and Supervision in Large
Congregations (Herndon, VA: Rowman & Littlefield Publishers, 2007), 89-90, Kindle.
7
8

Smith, 89.

Os Guinness, Dining with the Devil: The Megachurch Movement Flirts with Modernity (Grand
Rapids, MI: Baker Book House, 1993), 950-52.
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Protestant churches, are this size or smaller, with half of them having attendance of 80
persons or less according to the latest 2015 Faith Communities Today research. Yet,
more than half of all weekly attendees go to churches that are larger than 500 weekly
worshippers in size.”9
Additionally, society has shifted from a reliance on generalists to an expectation
of specialists. In the past, the local church pastor was presumed to operate as a
ministerial generalist. The pastor was expected to navigate the necessary areas of
administration, counseling, and volunteer leadership in addition to performing sacerdotal
functions. However, modern culture has come to expect specialists will be available to
meet their specific needs.
This is trend is seen most predominantly in the area of medicine. There was a time
when a family doctor or generalist practitioner was envisaged to diagnose and treat a
variety of different ailments. However, today’s patients are typically referred to one or
more specialists when seeking treatment for a specific issue.
A similar attitude has found its way into the mentality of the modern church-goer
as well. Church members expect “specialists” for senior adults, couples, singles, youth,
children, recovery, and other ministry areas. This attitude has become so common that it
has prompted Gary L. McIntosh to write, “Gone are the days when a pastor could focus
on a simple homogeneous family church and offer a ministry package of one worship
service, men’s and women’s programs, youth and children’s programs, a foreign missions

9

Scott Thumma, Open the Doors and See All the People: Profile of Large Protestant Churches 5001,799 in Attendance, 2015, accessed March 22, 2016, http://hirr.hartsem.edu/Summary-Report-LargeChurches-500-1,799-in-Attendance.pdf, 2. Emphasis added.
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group, and Sunday school.”10 Modern congregants expect the large church to provide a
broad spectrum of focused ministries to meet each of their needs. This expectation further
drives the need for multiple, specialized staff. In addition to now having to staff roles
that function in the areas of small groups, pastoral care and family ministries, the large
church must also oversee the necessary administrative and operations positions to support
these ministries. As a result, a multiple staff structure is found in approximately half of
all the churches in the United States.11
The expectation of the competency of the large-church pastor-as-leader has
dramatically increased as well. As a church evolves into the large church category, it
becomes an organization that requires intentional organizational structure if it is to thrive.
There are more employees to manage and programs to regulate. All of this is in addition
to the expectations of spiritual care and preaching entrusted to the pastor. As a result, it
has become common practice in recent Christian leadership literature to draw the
comparison between the role of the megachurch pastor and the business CEO.12
The expectations for a skilled pastor-as-leader is intensified because of the high
visibility of those who appear to be exceptional church leaders across the country. When
elders, other lay leaders, and congregants have immediate online access to the teaching

10

Gary L. McIntosh, Staff Your Church for Growth: Building Team Ministry in the 21st Century
(Grand Rapids: Baker Books, 2000), 13.
11
12

Ibid., 12.

While there are many illustrations of this, a recent example of the continued conversation around
the topic of pastor as CEO is Carey Nieuwhof’s blog entry, “Why You Should Be Thankful if Your Pastor
Behaves Like a CEO,” Carey Nieuwhof, November 20, 2015, accessed May 1, 2016.
http://careynieuwhof.com/2015/11/thankful-pastor-behaves-like-ceo/.
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and leadership of evangelical celebrities like Andy Stanley, Rick Warren, and Bill
Hybels, the presumption of excellence placed upon the local church leader is magnified.
Because of these increased expectations and demands, many megachurch pastors
look beyond their seminary training for guidance in how to successfully manage all of the
expectations that are placed on them and the leaders that they oversee. They either
directly seek out best practices from the business world, or indirectly encounter them
through the aforementioned celebrity church leaders and those like them. The added
pressure and expectation placed on large-church pastors adds to the already present
challenges confronting their staff members.

Unique Challenges Confronting Large-Church Staff Members
While much has been written on the topics of pastoral burnout and church
leadership, remarkably little has been done to address the unique spiritual formation
challenges confronting church staff members outside of pastoral and senior leadership
roles. Considering the fact that there are over 30,000 Protestant churches categorized as
large churches and those churches include over half of all Protestant church goers,13 the
issues facing the staff members of those churches deserves investigation.
It is noteworthy that church size is a significant determinant in employee tenure.
Based on a 2015 survey by Dr. Warren Bird, “The larger the church, the higher the
annual voluntary transition of full-time paid staff. …In fact, a church’s attendance is by
far the greatest predictor of employee turnover rate as compared to any other variable in

13

Thumma, 1.
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the survey. It’s the only predictor with statistical significance.”14 This demonstrates that
there is a direct correlation between the larger church and staff turnover.
Referring to the survey, Dr. Bird adds that the “…only other variable that has
influence on staff turnover rate, though weakly so, is the amount of staff hired internally.
…The higher the percent of staff hired internally, the greater the turnover rate.15 In the
large church environment, an average of 64 percent of staff are hired from within the
congregation, with as high as 80 to 90 percent internal hires being claimed by some
pastors of large churches.16 The higher turnover rate experienced by internal hires is
indicative of the particular hardships encountered by the large church staff.
These hardships can be interpreted through the lens of loss. This is especially
surprising for many of the staff because they enter their role as a church employee with
positive expectations. Staff personnel assume they will be gaining a more significant
vocational purpose in a climate that will contribute greatly to their personal spiritual
growth. However, upon joining a church staff, many have a different experience. Some of
the issues encountered by large church staff member can be categorized under the
headings Loss of Meaning, Loss of Sacred Space, and Loss of Spiritual Guide.

Loss of Meaning
“I was hired in 1997 to work in the parish where I already worshiped. I had been
an active member of the congregation for several years, and I was truly excited when I

14

Warren Bird, Inside Job: Large Church HR Directors Offer Unique Perspectives on Their
Work, Report, February 2, 2016, accessed March 23, 2016. leadnet.org/how-long-do-staff-stay-at-largerchurches/, 2-3.
15

Ibid, 1-2.

16

Ibid., 2-3.
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read that one of the priests was seeking to hire someone. Here was a chance to do
meaningful work in a place that I loved, with people I admired. I interviewed for the job
and accepted the position. I believe God was at work in that situation, influencing all of
us in the decision-making process. But in hindsight, I am also aware that I had a number
of unconscious expectations of what parish work would be like.”17 This quote from
author Susan Rafter Beebe is indicative of the experience of church staff across the
country. They accept a position to join the church personnel with presumptions of what
the church staff culture will entail. However, those expectations rarely align with the
reality of working on a church staff.
Those in support staff roles and younger pastors fresh from college or seminary
are especially susceptible to role disillusionment once they are in established church-staff
positions. This is especially true for those staff hired from within the congregation.
Internal hires are a common occurrence in large churches.18 The person hired from within
the congregation typically has little or no actual ministry training.
With little perspective beyond their weekly Sunday attendance and perhaps some
volunteer hours, people transitioning from a secular job onto a church staff discover
ample opportunities for disillusionment. When a senior leader approaches someone in the
congregation and asks them to consider joining the church staff, the invitation comes to
the recipient as much more than simply a job offer. To the congregant, an invitation to
join the church staff is far more profound than a simple offer of employment. It is
perceived as promise toward greater significance embedded with implicit transcendence.
17

Susan R. Beebe, Meditations for Church Staff (Harrisburg, PA: Morehouse Pub., 2002), 108-112,

18

Bird, 2-3.

Kindle.
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More than simply a career opportunity, an offer to join a church staff is a spiritual
event.19
When one accepts a role on a church staff, it is not uncommon for the new
employee to anticipate workdays that involve prayer, staff devotions and the opportunity
for intentional mentoring from senior leaders.20 Many church members don’t realize how
much of the daily office work in the church resembles most secular offices. When they
join the staff, they expect that their work will be tied directly to the ministries they are
familiar with such as benevolence and baptisms. However, they quickly discover that the
daily operation of a church involves a remarkable number of administrative tasks
including logistical preparation, event scheduling, facility use requests, purchase orders
and a number of activities that do not seem spiritual. The new staff member can become
disenfranchised when they don’t see their position contributing directly to their
preconceived vision of their role in ministry.21
Subsequently, newly-hired employees face the incongruence between their ideal
of working on a church staff and the reality of that work. Specifically, the sense of
purpose and meaning behind their work can be diminished. The staff person experiences
this decreased sense of transcendence as they reflect on the seemingly mundane nature of

19

Tim Stevens, “Church Staffing Advice: Don’t Mess With People’s Lives,” Vanderbloemen Search
Group, November 13, 2014, accessed April 02, 2016. https://www.vanderbloemen.com/blog/church-staffingadvice-dont-mess-with-peoples-lives.
20

Deborah Ike, “Reasons Why Church Staff Needs Discipleship,” Worship Facilities (blog), February
24, 2016, accessed March 26, 2016.
http://www.worshipfacilities.com/article/reasons_why_church_staff_needs_discipleship.
21

Brian Dodridge, “The Pitfalls of Hiring Church Members on Staff,” Brian Dodridge (blog),
September 24, 2015, accessed March 23, 2016. http://briandodridge.com/2015/09/24/the-pitfalls-of-hiringchurch-members-on-staff/.
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their duties. Furthermore, non-pastoral staff positions can be perceived to possess
diminished value in the eyes of the other staff members as well.22
One example of church staff roles that can be devalued by other staff persons, are
roles within the area responsible for maintaining the church campus. The facilities staff
personnel work behind the scenes. They are tasked with the upkeep and presentation of
the church campus as well as preparing the individual meeting spaces for use. The
facilities staff persons will ensure that an event environment is prepared beforehand and
then return after the event to clean up and reset the environment for the next event. They
rarely get to participate in the relational aspect of ministry. The staff person working in
facilities often works alone with little involvement with the congregation. Additionally,
those working on the facilities staff regularly find themselves managing conflicts with
other staff, pastors, leaders and volunteers as they struggle to manage all of the logistical
needs and demands of the ministries.
The role of the facilities staff is an essential aspect of ministry. Before the firsttime visitor hears any gospel message, he or she sees it represented in the church
property. It is witnessed in the freshly-painted parking lot lines. It can be seen in the
polished fixtures of the restrooms. A well-maintaned campus begins preaching to the
visitor before the pastor ascends to the podium.
However, the facilities staff personnel are rarely reminded of their impact on the
Kingdom. They serve the congregation and the other staff members with the same sense
of meaning and appreciation afforded a school janitor or corporate facilities technician.
When the rest of the staff has a prayer day, facilities personnel need to be available to

22

Beebe, 52-56.
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open the building for the women’s ministry gathering. After the Sunday services, when
all the pastors have gone home tired but content from ministering to families and those in
need, the facilities staff stays to take out the trash and reset the environments for the
Monday morning activities.
The large church is full of positions that are behind the scenes and divorced from
the relational aspects of ministry: those who work in finances, communications,
technology, administrative support, production, the graphic arts, and many other roles.
Although these personnel tend to have very little ministerial training before being
employed by the church, they arrive anticipating that they will be participating in a
significant spiritual enterprise. However, there is a great risk that they and other staff
members may conclude that these roles are secular necessities whose function is to
support those doing the actual work of ministry.

Loss of Sacred Space
In a 2010 survey by BuildingChurchLeaders.com, blogger Tim Avery inquired
about the challenges church staff face in worshipping at the same place they work. The
following are responses from his readers:
•

"Sometimes I miss out on fellowship because I am running around helping."

•

"It's difficult to worship uninterrupted at church."

•

"At first I didn't find it hard to attend worship on Sundays, but as time went by
people started seeing me as ‘the secretary' anywhere they saw me.”
The responses Avery received prompted him to conclude that, “One of the

greatest problems for administrative assistants who work at their own church is ‘role
confusion’–knowing when you are at work and when you are not. Your tendency is to
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initially take on every job and responsibility regardless of time or location, but this
quickly leads to burnout and even bitterness toward your church and its members.”23
One of the unique spiritual formation challenges for church staff is that their place
of worship, their sacred place, is also their workplace. This is unique to church staff in
that their workplace experiences can (and likely will) have an affect on their spiritual
experience. This is often an unfortunate surprise to church members who join a church
staff. Church members who become staff members are befuddled when they experience
the conflict that occurs when their work and their church membership intersect. While
there may be positive benefits to working where one worships, the destructive result from
mixing these two worlds can be severe.24 Pastors are familiar with the difficulties they
experience in personal worship both at their home church and when visiting another
church. Rather than enter the worshipful environment, pastors can become preoccupied
with preparing to speak, or evaluating the elements of the service, or even considering a
personal conflict they have with a congregant sitting nearby. For the church staff, there
can be an even greater amount of conflict and role confusion when they attempt to
worship with the rest of the congregation.
Consider the following illustration: A church staff member may regularly find
herself stopped on the way into the sanctuary and asked to perform a task, even though it
is her day off. Once she is able to eventually locate and join her family in the sanctuary,
her mind may still be reflecting on the task she was asked to do. As the worship
experience continues, she may attempt to refocus only to catch sight of a church member
23

Tim Avery, “Where You Work Best,” Church Law and Tax (blog), July 27, 2010, accessed July 20,
2016, http://www.churchlawandtax.com/blog/2010/july/where-you-work-best.html.
24

Dodridge, “The Pitfalls of Hiring Church Members on Staff.”

18
who she has been trying to contact all week. She makes a mental note to leave the
worship service early enough to intersect the church member before the individual leaves.
As the pastor begins the message on marriage, the support staff member is once again
distracted by the knowledge that she overheard the pastor being very critical of his spouse
two days earlier in his office. She leaves before the start of the last worship song to
position herself to speak with the church member she has been trying to contact.
Church staff members are expected to remain spiritually grounded in the midst of
a barrage of issues that are regularly pelting them. Church receptionists and
administrative support staff are regularly on the front lines of heart-breaking news of
illness and loss, conflicts between congregants and among church staff, unrealistic
expectations from multiple fronts, shifts in culture, debates over doctrine, and
unanswerable questions.25
For those who work outside of the church, the sanctuary is a sacred place in the
midst of a chaotic week. For those who work in the church, this essential, spiritually
formative environment, can seem unavailable to them. The sanctuary, this “sacred
space,” is now merely their workplace.

Loss of Spiritual Guide
Who does the large church staff member go to when they are in need of spiritual
guidance or direction? As a member of the congregation, they could consider the
possibility of scheduling an appointment with their pastor. However, as a staff member,
there are additional complications to consider.
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When the staff persons’ pastor is also their boss, how are staff personnel to
determine when they are functioning as a congregant and when they are functioning as an
employee? The lines can be blurred for church staff. If the pastor’s assistant is having
marital issues and wants to talk to the pastor, should the employee schedule an
appointment, adding to the pastor’s already busy schedule? The assumption is that the
employee has easy access to the pastor. However, those on a large church staff know that
the lead pastor’s time is congested with sermon preparation, counseling appointments,
leadership and finance meetings, in addition to the unscheduled emergencies that are a
prevalent part of large-church life. It is difficult for the staff person to feel comfortable
enough to ask the pastor to stop what they are doing to listen to the employee’s struggles.
Furthermore, most staff are loyal to their senior leader and intentionally do all they can to
support that leader. That desire can become a mandate to refrain from adding to the
leader’s emotional load or already congested calendar.
An additional challenge for those who join the staff from the congregation is the
realization of the fallibility of their pastor. Many staff members have had to wrestle
internally with the knowledge that their pastor does not always conduct her/himself in a
Christ-like manner. Staff have overheard jokes, listened to language, and watched as their
pastor acted in ways that were not very Christian.26
The dashed expectations around the accessibility of the lead pastor along with the
simple realization that the leader is imperfect can be especially demoralizing to those
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who anticipated that joining the church staff would also include intentional mentoring
from a respected figure.
These challenges become particularly damaging for the staff member supervised
by an abusive leader. Abusive leaders exist in all organizational spheres; however, in the
church environment, these leaders can be responsible for spiritual wreckage that is
unparalleled in the secular work environment.
Some church organizations may be slower to correct the activity of an abusive
leader because they lack an employee support system that is typically required in secular
business environments. Secular workers often enjoy rights not always afforded church
employees. For example, secular organizations are regularly investigated for compliance
with state and federal workplace regulations with regard to such issues as harassment,
overtime compensation, and discrimination. Internally, workers in secular organizations
often have the support of unions, access to Human Resources departments, and toll-free
numbers to contact if a complaint needs to be registered.
Because of the Ecclesiastic Abstention Doctrine,27 government agencies and civil
courts are more hesitant to become involved in violations that occur within a church staff
setting.28 Compared to the opportunities offered the average business environment,
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church staff employees are far less represented and protected. This condition, allows for
abusive senior leaders in the church to continue their abuse unchecked.29
One such story involves megachurch pastor, Mark Driscoll. In 2014, Driscoll was
forced to leave the church he founded amidst allegations that he had been abusing his
authority as lead pastor of Mars Hill Church in Seattle, Washington. The New York
Times reported:
[Driscoll] has been accused of creating a culture of fear at the church, of
plagiarizing, of inappropriately using church funds and of consolidating power to
such a degree that it has become difficult for anyone to challenge or even question
him. A flood of former Mars Hill staff members and congregants have come
forward, primarily on the Internet but also at a protest in front of the church, to
share stories of what they describe as bullying or ‘spiritual abuse,’ and 21 former
pastors have filed a formal complaint in which they call for Mr. Driscoll’s
removal as the church’s leader.30
An abusive spiritual leader can cause great damage to the staff member’s
experience of God. An abusive lead pastor can disrupt the employee’s emotional, mental
and spiritual equilibrium. It creates a great dissonance in the life of the staff member, as
they attempt to reconcile what they know about God’s love and justice with the
unmonitored actions of a respected spiritual figure. While a seasoned associate pastor or
experienced ministry leader may be able to navigate this, the former congregant who
finds her/himself at the mercy of an abusive Senior Pastor is left hurt and confused.31
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The Solution
As demonstrated in the preceding section, large-church staff members find
themselves facing spiritual formation challenges that church members working in secular
environments do not. The rest of this paper will consider these challenges in more detail.
Ultimately, solutions will be offered to counteract the obstacles facing the large church
staff.
Chapter Two will examine the affects of secularization on the church workplace.
The unexamined addition of popular business practices to the church organization has
added to the anxiety of the staff. This chapter will address the tension between how
leadership can enjoy the benefits of organizational best practices while still remaining
faithful to the identity of the church.
Chapter Three will consider the role of culture in shaping the workplace
environment. Additionally, it will explore recent literature regarding workplace
spirituality in the business world and identify the opportunities for the church staff
organization from within that literature.
Chapter Four will reflect on the concept of church staff as micro-congregation: a
congregation within the greater congregation of the local church. It will argue for the
unparalleled significance that the spiritual formation of the staff has on the larger
congregation.
Chapter Five will propose practical solutions to the challenges presented in
Chapter 1. In addition to offering a leadership theology that will mitigate secularism in
the church workplace, it will argue for the provision of a Spiritual Director to the staff,
the establishment of a workplace rhythm of life within the church workplace, and the
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creation of a culture that aids every church employee in seeing his or her position as a
calling.
Finally, Chapter Six will summarize the learning of the previous chapters.
Furthermore, it will suggest areas for further study and consideration.

CHAPTER TWO

THE SECULARIZATION OF ORGANIZATIONAL LEADERSHIP IN THE
CHURCH
The vocation of pastor has been replaced by the strategies of religious
entrepreneurs with business plans.
—Eugene Peterson, The Pastor: A Memoir
When the Greeks got the gospel, they turned it into a philosophy; when the
Romans got it, they turned it into a government; when the Europeans got it, they
turned it into a culture; and when the Americans got it, they turned it into a
business.
—Richard Halverson, quoted in Reimagining Church

Introduction
The conditions affecting a church staff’s work are greatly influenced by the lead
pastor and his or her leadership. It is the senior leader who creates the culture in the
workplace. In the large church, it is common practice for leaders to study and emulate
contemporary secular1 leadership theories and practices. But when the senior leader
uncritically adopts best practices from the corporate world, it is likely that the spiritual
aspects of the workplace will be affected.

1

As stated in the introduction to Chapter One, the term secular is used in this paper to refer to a
nonsectarian, neutral, and a-religious space or standpoint. The term refers to that which is, generally speaking,
from the human perspective, not associated with religion.
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This chapter will examine the effects of secular leadership theory on church
leadership practice. It will begin by considering the challenging and changing world of
the modern lead pastor and the demand for a higher level of leadership. Next, various
leadership definitions and theories will be identified. Following that, the conflicting
viewpoints regarding the use of secular methods in church leadership will be explored.
Finally, a suggestion will be offered to help the church leader navigate the tension
between the secular and the spiritual when determining a leadership model.

The Challenges of the Large-Church Pastor
The lead pastor’s role in the modern church is demanding. The pressure the senior
leader places on him/herself while also managing the expectations of those he or she
leads, is considerable. In his book, Replenish: Leading From a Healthy Soul, Lance Witt
cites the statistics reflecting the high cost of leadership in the church: 2
•

1,500 pastors exit ministry permanently each month in USAmerica.

•

80 percent of pastors and 85 percent of their spouses experience a loss of
confidence and enthusiasm in their roles.

•

70 percent of pastors have no one close to them who they can turn to for support
or encouragement.

•

Over 50 percent of pastors would leave the ministry if they had some other way to
make a living.

•

Over 50 percent of pastor’s wives identify their husband’s entrance into ministry
as the single most damaging thing that happened to their family.
2
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•

30 percent of pastors confessed they have been or currently are involved in an
affair with a parishioner.

•

71 percent of pastors self-identified as burned out and admitted significant bouts
of depression on a daily and weekly basis.

•

Only 10 percent of ministers will retire as ministers.
The toll that ministry takes on pastors can manifest itself in very specific ways.

Dr. Alfred Hager and Chaplain Thomas Klink presented an unpublished paper,
identifying five problems they determined were most representative of those for which
pastors sought consultation at the Menninger Foundation.
Overextension is one of the issues pastors distinguish as causing them difficulty.
They express the feeling that they have too many commitments and responsibilities that
vie for their time and energy.
Imprecise competence is another term used by Hager and Clink to describe the
feelings of inadequacy that their pastoral patients express. Their clients complain that
they are functioning without a clear sense of what they are doing, why they are doing it,
or even how effective they are in ministry.
Hager and Clink’s pastoral patients state that inadequate resources are a constant
source of tension. The pastors feel incredibly under-resourced. While finances were a
major concern, they also expressed feelings of being unsupported and ill-equipped in a
number of areas, and felt “…that they had to be satisfied with leftover resources of time,
talent, and substance.”3

3
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Additionally, the pastors seeking help at the Menninger Foundation confessed a
serious concern regarding their own religious faith. In their efforts to pastor others, they
failed to give adequate attention to their own spiritual lives. Gradually, they became more
disconnected from the faith they proclaimed and were ultimately in need of a pastor
themselves.
Finally, the pastoral patients experienced malaise over their perceived lack of
accomplishment. Unlike many other vocations, pastoral success is difficult to measure.
Pastors find themselves going through the motions of ministry such as leading, teaching,
counseling, and praying for the sick, while wondering if they are making any measurable
impact.4
It is clear from these examples that, at its most basic form, the role of the pastor is
a challenging one. When one is the lead pastor, it is a reasonable assumption that those
stressors will be magnified. Furthermore, when an individual is the lead pastor of a large
church, the demands and expectations placed on the leader increase exponentially.
Two pertinent issues facing the lead pastor involve the growing number of large
churches and the presence of consumerism within the church. Both of these issues
increase the need for more staff and the subsequent demand on the large church leader to
manage those workers more effectively.
The rise of the large church has greatly affected the role of the lead pastor.
Through the years the church has changed gradually from a neighborhood church to a
more actively involved and mission-oriented group with members from diverse
backgrounds. Over the past century, the pastor’s work has grown to include oversight of

4
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evangelistic work, equipping the members, administering an office or directing a staff,
and becoming active in community affairs.5
Early in the 20th century, large congregations in the United States began to
emerge. Paul Rader's Chicago Gospel Tabernacle began in 1922 and, for over a decade,
drew capacity crowds to its 5000-seat auditorium. Following Rader’s example, was
Aimee Semple McPherson’s 5300 seat Angelus Temple in Los Angeles. At the top of its
success, Angelus Temple was attracting over 10,000 each week.6
There were other large churches in the early twentieth century including the
8,000-person Riverside Church of New York City sponsored by John D. Rockefeller and
Chicago’s 12,000-member Olivet Baptist Church.7 However, while these large churches
did exist in the past, at no time did we see anything near the proliferation of large
churches that are present in USAmerica today. In 2015, there were a reported 30,000
Protestant churches with weekly worship attendance (adults and children) of 500-1,7998
and over 1650 churches claiming a weekly attendance of 2000 or more.9 Furthermore,
according to the Hartford Institute for Religion Research, the number of megachurches is
increasing. Recent research indicates a net increase of 39 in the last half decade.10
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Not only are there a greater number of large churches in existence than ever
before, but they are also structured differently from the large churches of the past. In the
past, a small board made most of the decisions while other paid staff worked in a
multitude of roles. Modern churches are more specialized and require multiple staff
members. The modern church member expects the large church to provide a vast array of
specialized ministries to meet their needs. As a result, a multiple-staff structure is found
in approximately half of all the churches in the United States.11 The rise of the large
church in the modern era demands a senior leader who can effectively manage a large
staff.
An additional distinguishing feature of the contemporary large church is strategy.
Large churches in USAmerica tend to operate with a marketing mentality: who is our
“customer” and how can we meet his or her needs?12 In an article titled, Megachurches:
Megabusinesses, Forbes magazine reports,
For a lesson in marketing, religious leaders would do well to study the success of
Bill Hybels. Hybels…crafted his services to address [local residents] concerns,
becoming one of the first pastors to use video, drama and contemporary music in
church and encouraging a more casual dress code. ‘Hybels really showed that
churches can use marketing principles and still be authentic,’ says Michael
Emerson, a Rice university sociology professor who has studied megachurches.13
For those embracing a marketing strategy, it is also necessary to have staff skilled
in the area of communications and technology. The use of technology is a factor unique
to the modern large church. Technology plays a significant role in helping large churches
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communicate with, and keep track of, members. Cell phones, e-mail, complex phone
systems and the Internet all enhance the way megachurches work, says Scott Thumma,
faculty associate at the Hartford Institute.14 For the large-church pastor of the early
twentieth century, it was not necessary to have staff specializing in IT, app-development,
complex sound systems, video systems and lighting systems as well as other specialists in
technology. For the modern large church pastor, effective technology is a necessity.
As demonstrated, the rise of the large church has expanded the role of the senior
leader far beyond that of his predecessors. Along with this expanded role, lead pastors
find themselves faced with the additional expectation of leading a large staff. This often
occurs without the benefit of adequate training to understand how to lead multiple staff.
Thumma reports that, “80% of current megachurch senior pastors are the pastors under
which the greatest numerical growth occurred.”15 Therefore, most large church leaders
have not stepped from experience at a larger church to lead a smaller church, but instead
have had to develop their leadership in conjunction with a growing church.
An additional challenge facing the modern large-church leader is cultural
consumerism. The consumerism that pervades USAmerica is also prevalent in the church
today. Consumers convene to the large church with the expectation that the large church
can better meet the individuals’ needs for effective programming, exceptional ministries
for families and a more significant sense of community impact. Many suggest that the
fault should be attributed, at least partially, to the large church itself. Author and Pastor,
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Neal Cole confesses, “…our people have consumeristic attitudes because we have trained
them to think this way. When we try to ‘sell’ our worship and programs to the largest
crowd possible, we will attract and reinforce a consumer mind-set.”16 Ironically, it was
Mark Driscoll who stated that “…the church as a whole has become a business that exists
to attract consumers by marketing a product. So the gospel is no longer something you
participate in—it's something you consume. And when it's a business, it has to compete
with the church down the street and fight to draw consumers. That's a major reason why
we're nowhere near thinking of ministry in missiological terms—it's all about goods and
services. Profit and loss. Consumption.”17
Whether the strategy of marketing to the needs of people is a result of
consumerism or a contributor to it, or both, there is no denying that the consumeristic
mindset is prevalent in the large church. The consumer mentality makes a church believe
that a larger staff is necessary to meet its needs. The values of community and belonging
that once allowed the church to flourish in earlier times have now been displaced by the
values of individualism and personal experience.18 The large-church leader can no longer
rely on the congregation to be as committed to the success of the group. More paid staff
is required to organize and support the church.
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Determining a Leadership Model
It is apparent that the challenges facing the senior pastor of a large church today
are very different from previous generations. While one may think of the pastor’s role in
terms of preaching, teaching, and pastoral care, the reality for the large church pastor is
that the work of managing is “…expanding into areas as diverse as procedures for legal
incorporation of church-sponsored activities, prevention of sexual harassment and abuse,
public relations, and legal liabilities in leasing church facilities to community
organizations.19 And, though some writers are calling for a simpler approach to ministry
in the 21st century,20 the complexity in the role of the large church leader is indisputable.
The demands of leading the large church require the lead pastor to develop the
leadership skills necessary to effectively manage and administer the church
organization.21 Whether the leader is cognizant of it or not, as the skills necessary for
leadership are acquired leadership model is also being developed. Although most church
leaders do not set out to study leadership definitions and theories, they are subject to
those definitions and theories every time they read an article on leadership, listen to a
leadership podcast or attend a leadership conference. The church leader would benefit
greatly from considering the models being presented behind the practices that are being
promoted. However, there is a vast expanse of leadership definitions, systems, theories,
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and models, and recognizing them, let alone evaluating them, can be a daunting
endeavor.
After reviewing over 3000 books and articles on leadership, R. M. Stogdill
concluded: “Four decades of research on leadership have produced a bewildering mass of
findings. Numerous surveys of special problems have been published, but they seldom
include all the studies available on a topic. It is difficult to know what, if anything, has
been convincingly demonstrated by replicated research. The endless accumulation of
empirical data has not produced an integrated understanding of leadership.”22 The large
church pastor in search of an adequate leadership model is confronted immediately by the
arduous task of simply arriving at a definition for leadership.
Nohria and Khurana have concluded that, “There are almost as many different
definitions of leadership as there are persons who have attempted to define the
concept.”23 In previous generations, leadership definitions focused on leadership as a
collection of personal traits or desirable skills exercised by exceptional individuals.24
More recent models have tended to view leadership in the context of a more relationallyoriented process. Consider this sampling of leadership definitions from the last few
decades:
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•

Posner and Kouzes consider leadership to be the ability to get people moving. It
involves energizing and mobilizing people and organizations to go places they
have never gone before.25

•

Louis W. Fry expanded on Posner and Kouzes definition. He states that leadership
“…is the act of establishing a culture with values that influence others to strongly
desire, mobilize, and struggle for a shared vision.”26

•

According to Gary Yukl, leadership is “individual traits, behavior, influence over
people, interaction patterns, role relationships, occupation of an administrative
position, and perception by others regarding legitimacy of influence.”27

•

Vugt, Hogan and Kaiser define leadership “more broadly in terms of (a)
influencing individuals to contribute to group goals and (b) coordinating the
pursuit of those goals.”28

•

Leadership expert, John Maxwell, defines leadership in one word: influence.29

•

Management guru Ken Blanchard’s definition of leadership has evolved. He
explains,
For years we defined leadership as an influence process. We believed that
anytime you tried to influence the thoughts and actions of others toward goal
accomplishment in either your personal or professional life, you were engaging in
leadership. In recent years, we have changed our definition of leadership to the
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capacity to influence others by unleashing their power and potential to impact the
greater good.30
Although there are a myriad of leadership definitions available to church leaders,
P. G. Northouse recently summarized the more modern view on leadership with the
following: “Although leadership has been defined in numerous ways, leadership is not so
much a trait, characteristic, or some mystical feature with which a person is born, but
rather a process of transactional events. Additionally, and at its core, leadership involves
influence and occurs in groups.”31 Northouse’s definition aligns with the viewpoint of
this author. To define leadership apart from its effect on others is to miss the heart of
what leadership is. Although a person may be instructed to “lead themself” before they
can lead others, this author questions whether that is really the best understanding of what
is meant by leadership. Leadership, especially church leadership, requires the
acknowledgement that the leading is happening in an other-aware context and is not done
in isolation.
A church leader must first wrestle with, and ultimately arrive at, a definition of
leadership that reflects their theology and their experience. Then she or he must consider
the various applications of that definition. An incredible variety of models of leadership
are directed at the leader from various speakers and authors, but, again, it is to the benefit
of the leader to soberly consider the underlying construct that is being presented. Adding
to the challenges of the church leader is that new leadership models are appearing at an
incredible rate.
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Leadership theory has exploded as a field of study over the last sixty years. From
1900 to 1949, leadership scholar Joseph C. Rost identified 48 independent works on
leadership.32 From the 1950’s to the end of 1970, he discovered 227 writings on
leadership. Then, in the 1980’s alone, he found 312 individual works on leadership.33
Today, leadership has emerged as a formal area of study with universities granting
doctoral degrees in the subject.
In the same way that leadership definitions have evolved, so have the subsequent
theories supporting them, beginning with the “great man” theory of the nineteenth
century, through the classical and scientific management theories, to the behavioral
theories such as Theory X and Theory Y.34 In addition to the leadership theories of the
preceding decades, new approaches to leadership have developed that more closely align
with the contemporary leadership definition’s emphasis on a relationally-oriented
processes. An example of these would be leadership models such as servant-leader and
transformational leadership. These models share a number of overlapping characteristics
including an enhanced focus on follower empowerment and the reciprocal nature of the
leader-follower relationship.35
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The current models of leadership available to church leaders is vast and varied. In
his book, Leadership: Theory and Practice, Peter Northouse identifies eleven of these
models:
1.

Trait Approach: This model is unlike most of the subsequent models because it is
focused almost exclusively on the traits of the leader without regard for the
context of leadership. The Trait Approach was based on a belief that some people
were naturally leaders and possessed the necessary traits for leadership and others
simply were not.36

2.

Skills Approach: This approach, while also leader-centered in perspective, directs
its attention to the skills and abilities of the leader instead of the personality traits
of the leader.37

3.

Behavioral Approach: Unlike the trait approach, which focuses on the personality
characteristics of the leader and the skills approach which concentrates on the
leader’s capabilities, the behavioral approach focuses exclusively on what leaders
do and how they act.38

4.

Situational Approach: This is one of the most widely recognized approaches to
leadership. This approach, rather than focusing on the leader, considers the
leader’s situational context. The Situational Approach identifies two dimensions
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of leadership: directive and supportive. This model stresses the need for the leader
to recognize and adapt for each specific leadership situation.39
5.

Path-Goal Theory. In contrast to the Situational Approach, The Path-Goal theory
emphasizes the correlation between the leader’s style and his or her ability to
meet the motivational needs of the followers.40

6.

Leader-Member Exchange Theory: While most of the previous theories primarily
addressed the actions of the leader, Leader-Member Exchange Theory considers
leadership a process, focused on the interaction between leader and follower.41

7.

Transformational Leadership: As mentioned previously, this is one of the most
current and popular of the leadership theories. Transformational leadership finds
its focus in influencing followers to identify with the group and to internalize
group aspirations.42

8.

Authentic Leadership: As the designation implies, this model of leadership
focuses on the authenticity of the leader. This theory is relatively new and still
being developed. Authentic Leadership is a model being studied in reaction to the
fear people have experienced in the face of corporate scandals. While one may
assume authenticity is necessary for any effective leader, the successes
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experienced by these corporations prior to their failing would indicate
otherwise.43
9.

Servant Leadership:44 As noted previously, this is a theory of leadership that has
found a receptive audience among Christian leaders. “The framework for servant
leadership consists of helping others discover their inner spirit, earning and
keeping others’ trust, service over self-interest, and effective listening. The best
leadership is therefore not provided by those who seek leadership roles but,
instead by those with a compelling vision and a desire to serve others first.”45

10.

Adaptive Leadership: This model of leadership addresses the ways leaders help
others to adapt to changing environments. Adaptive leadership charges the leader
to master three key activities: (1) observing the events and patterns around them,
(2) interpreting what they are observing and (3) then designing responses based
upon their observations and interpretations and addressing the adaptive challenges
presented.46

11.

Psychodynamic Approach: This model is notably different from the other models.
Whereas the other leadership theories approach leadership in a more conventional
way, the Psychodynamic Approach explores the “…underlying irrational
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processes and dynamics governing human behavior.” 47 This theory argues that
any consideration of leadership must explore these undercurrents. 48
In the introduction to his book, Northouse makes a reference to an emerging
leadership approach identified as Spiritual Leadership. He identifies this type of
leadership as one that focuses on leading in a way that “…utilizes values and sense of
calling and membership to motivate followers.”49 This type of leadership will be explored
more fully throughout the remaining chapters of this paper.
Alongside the escalation of leadership theories over the last decades, the
marketing of leadership models specifically to Christian leaders has risen significantly. In
prior generations, Christian leadership principles were found mostly embedded within an
individual leader’s autobiography.50 Over the last thirty years, however, the field of
writings focused specifically on Christian leadership has increased considerably giving
pastors an abundance of leadership models and practices.
Many of these models are packaged specifically for Christian leaders and church
leaders. Books targeting the Church leader that claim to identify leadership principles
found in the Bible and the life of Christ abound. Examples of these would include: Laurie
Beth Jones’ Jesus CEO: Using Ancient Wisdom for Visionary Leadership, Charles C.
Manz‘s The Leadership Wisdom of Jesus: Practical Lessons for Today, and Bob Briner
and Ray Pritchard‘s two-book set The Leadership Lessons of Jesus: A Timeless Model for
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Today’s Leaders and More Leadership Lessons of Jesus. These books offer readers
ecumenical and para-denominational leadership lessons based on the life of Jesus. Ken
Boa‘s book, The Perfect Leader: Practicing the Leadership Traits of God “…begins with
God himself as the ultimate model of leadership.”51
A number of these books on Christian leadership have adopted one of two secular
leadership constructs: the Servant Leadership Model or the Transformational Leadership
Model. With the release of Robert Greenleaf’s book on Servant Leadership, Christian
authors began applying his principles to Christian leadership. Don Howell’s, Servants of
the Servant: A Biblical Theology of Leadership exposits the language of the servant. He
profiles a number of individuals from the Old Testament and the New Testament to
create his Servant Leadership model. Another author, C. Gene Wilkes, writes on the
leadership lessons learned from the life of Jesus in his book, Jesus on Leadership:
Discovering the Secrets of Servant Leadership from the Life of Christ. Wilkes begins his
book by claiming the purity of his research method: “What did I learn when I laid aside
every model of leadership I had read or heard about? Who was this Jesus I became
reacquainted with when I took off my shoes and walked with him through the pages of
the Bible? Let me tell you. The essential lesson I learned from Jesus on leadership was
that he taught and embodied leadership as service.”52 It is interesting to note that a few
pages after Wilkes writes that he “laid aside every model of leadership” he was familiar
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with, he references his familiarity with the servant leadership writings of Robert
Greenleaf in supporting his position.53
In his book, Transforming Leadership: Jesus’ Way of Creating Vision, Shaping
Values, & Empowering Change, Leighton Ford applies the Transformational Leadership
model originally built by J. M. Burns to Christian leadership. He uses nine roles from the
life of Christ to depict transforming leadership.54 Henry & Richard Blackaby’s Spiritual
Leadership: Moving People onto God’s Agenda, also adapts the transformational model.
They argue that biblical leadership does not come about by leaders setting visions and
directions for organizations, but through absolute obedience to God and God’s vision for
the organization. The Blackabys also make frequent reference to the secular authors who
first developed the theories around transformational leadership.55
In the midst of the onslaught of writings on biblical leadership, it is necessary for
the large-church leader to consider the inherent problems in categorizing a theory or
definition as biblical. To denote a leadership theory as biblical requires one to deny or
severely minimize the existence of cultural influences.
For the sake of brevity, we can assume that a leader pursuing a biblical theory of
leadership will generally fall within two camps. The first is the “Christ against Culture”56
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camp. Those in this category possess a worldview in which the Bible alone is enough and
nothing else needs to be taken into consideration. However, those in this group can’t help
but integrate personal experience in developing their model, not recognizing the degree to
which their perceptions are shaped by their surrounding culture.57 H. Richard Niebuhr
draws attention to the profound, if unrecognized, impact culture has on perspective when
he states,
Man not only speaks but thinks with the aid of the language of the culture. … He
cannot dismiss the philosophy and science of his society as though they were
external to him: they are in him–though in different forms from those in which
they appear in the leaders of the culture. …If Christians do not come to Christ
with the language, thought patterns, the moral disciplines of Judaism, they come
with those of Rome; if not with those of Rome, then with those of Germany,
England, Russia, America, India, or China. Hence the radical Christians are
always making use of the culture, or parts of the culture, which ostensibly they
reject.58
If a leader does not fall within the Christ Against Culture group, he or she will
typically belong to the second group: the “Christ of Culture”59 group. This term refers to
Christians who are Bible-oriented but more open to the secular sciences than those in the
Christ Against Culture category. In considering a leadership theory, Christ of Culture
adherents first establish that a leadership idea does not conflict with biblical principles
and then they attempt to find confirmation for their views in Scripture itself.60
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An example of this would be a dialogue described by Leighton Ford, the author of
Transforming Leadership. Ford describes a conversation he had where an individual
concluded that he thought Jesus was the greatest leader of all time. Ford then reflects,
Later I thought of his answer in terms of Bennis’ key strategies. Who had greater
visions than Jesus? Who knew better how to communicate with his followers?
Who was more trustworthy, credibly positioned and believable than Jesus? And
who has ever been able to empower others more than he, through his own
wonderful self-knowledge and the total positive giving of himself?61
From the initial comment, Ford superimposed Bennis’ strategies onto Jesus and baptized
transformational leadership.62
For the reasons stated above, it would be prudent for the Church leader to use
immense caution in concluding without reservation that any leadership model is purely
biblical. This is not to say that leadership wisdom cannot be surmised from biblical
examples, but that one should be cautious in “baptizing” a specific model as purely
“biblical.” Because of the inevitable impact of our own cultural biases and
misconceptions, we should approach any model of leadership with humility founded on
the awareness of our own inductive flaws.
An example of an area subject to similar inductive challenges is the “biblical” role
of women. Pastors and theologians continue to debate the role of women in marriage,
leadership, and society in general, each proclaiming the “biblical” identification.
However, any thoughtful consideration of the debate demonstrates the nuances and
complexity of the various viewpoints. One should seek the assistance of their community,
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the Scriptures and the Holy Spirit in determining how they will live in relation to this
topic. In the same way, those developing their leadership practices should do the same
and not accept all leadership theories that claim to be biblical without thorough
investigation and prayer.
Although the process of determining an appropriate leadership model is as
difficult as actually leading, pastors are nonetheless expected to acquire the abilities
necessary to lead the organization well. Lead pastors must sort through the agglomeration
of leadership writings, conferences, and podcasts on their journey to develop a theory of
leadership that will resonate with the leader and ready him or her for the spiritual task at
hand.

When the Biblical and the Secular Collide
Relying on secular63 methodologies to accomplish the work of ministry continues
to be an area of debate among evangelicals. This is seen in various arenas of ministry. For
example, with the theory and practice of sanctification, the question arises about the
potential contributions of psychology and neuroscience. And in considering evangelism
and church growth, the use of marketing is deliberated.64 Included in these hotly debated
topics is the issue of leadership. The use of secular methodologies in determining a model
for church leadership has both advocates and opponents.
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Paul R. Cone, a recently retired associate dean of the graduate business school of
the University of Southern California, and Lawrence G. Downing, a pastor, wrote about
an experience that typifies the debate: “Recently one of us held a strategic-planning
seminar for leaders of a major U. S. denomination. At the end, the denomination's
president stood and expressed appreciation but said, ‘You are from the corporate world,
and you just don't understand that your ideas will not work in a church.’” Subsequently,
in their article, the authors inquired to their readers,
But what are these differences, and do they change the fundamental way in which
human management is to be applied? Do the differences justify dismissing as not
applicable, skills and tools by which management operates? Should leaders in
religious organizations ignore well-documented management literature and
successful organizational practices developed in other sectors of human society?65
The issue at hand hinges largely on the underpinning philosophy of those in the
debate. Those who are generally opposed to the use of secular methods in leadership treat
the subject theoretically. Regarding leadership theories, they ask, ‘Is it right?’ or ‘Is there
biblical precedent?’ Devotees to this philosophy would agree with Frank Viola’s
comments about the church. He says, “Organic church life is not the theater with the
script, it’s a gathered community that lives by divine life.”66 He offers this metaphor in
opposition to the church that is secretly, and overtly, operating “…on the same
organizational principles that run corporate America.”67
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Those who are more open to the incorporation of secular methods in leadership
approach the issue pragmatically. They ask, ‘Does it work?’68 Cone and Downing would
be considered adherents to this philosophy as they challenge leaders with the statement,
“A divine call does not negate the need for modern management skills and techniques.”69
An example of an area where the modern church leader is caught in the tension
between what is “biblical” and what “works” is around the concept of “vision.”
Proponents of adapting secular leadership practices see vision as an essential tool for the
leader. In his book Courageous Leadership, Bill Hybels gives vision first place on the list
of characteristics leaders should have: “A leader’s most potent weapon [is] the power of
vision.”70 In Courageous Leadership, Hybels defines vision as a “…picture of the future
that produces passion.”71
Kessler provides additional examples of the popularity of vision in the church. He
reports, “Yukl maintains that the first step of a transforming leader is to create a clear and
motivating vision. This notion was made even more popular by Bennis and Nanus
because their first key strategy is ‘attention through vision.’ It therefore follows that
visionary leadership or leading with a vision is a very popular concept today.”72
Widely-recognized leadership expert John Maxwell taught that it is the
responsibility of the leader to draw people to vision. He says, “See, many people who
approached the area of vision and leadership have it all backward. They believe that if the
68
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cause is good enough, people automatically buy into it and follow. That’s not how
leadership really works. People don’t at first follow worthy causes, they follow worthy
leaders who promote worthwhile causes.”73
Conversely, opponents of adopting secular practices counter the concept of the
leadership vision: “The leadership ‘vision’ concept is nowhere to be found in the Gospels
or in the New Testament at large. We already have a vision and the visionary. Jesus and
his kingdom are all we have and all we need.”74 Rusty Ricketson inquires, “does anything
in the New Testament give us reason to think that the pastor/teacher and/or elders who
ministered in the New Testament churches were vested with the responsibility of getting
a vision from God for the ministry, developing a mission statement, and relating this
vision to the rest of the church body for it to accomplish?”75
The use of Proverbs 29:18 as a biblical proof text demonstrating the need for
vision adds to the confusion. In 1984, influential Evangelical theologian, John Stott,
published this work Issues Facing Christians Today. After 400 pages, he concludes his
book with a “Call to Christian Leadership.” In it, he names five important features of an
empowered leader. He identifies the first of the five features as the need for leaders to
have vision. He supports his argument quoting Proverbs 29:18. He says, “‘Where there is
no vision, the people perish’ is a proverb from the King James’ Version of the Bible,
which has passed into common usage. And although it is almost certainly a mistranslation
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of the Hebrew, it is nonetheless a true statement.”76 Leaders, like Stott, extrapolate the
use of vision to include the context of goal or strategy. More than something that is
received, vision becomes something the leader creates. Thom Rainer notes,
“…researchers found that the leaders discovered vision through intersection of three
factors: the passion of the leader; the needs of the community; and the gifts, abilities,
talents, and passions of the congregation.”77 It is interesting to note here that Rainer
makes no reference to the use of prayer or the Bible in discovering a vision, when he
reports the findings on this section of his book.78
The use of Proverbs 29:18 to promote the need for the Church leader to pursue a
large goal or strategy other than, or in addition to, teaching God’s revelation does not
align with best practices of biblical interpretation. James E. Smith’s interpretation is that,
“Vision (chazon) was a medium of divine communication to prophets. The strong
teaching of the prophets was the moral compass of ancient Israel. …Without that
teaching, the people show no moral restraint (cf. Exod 32:25). Confusion, disorder and
rebellion are the result when the high standards of divine revelation no longer restrain the
excesses of the people.”79
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Notwithstanding the questionable interpretation of vision in Proverbs 29:18,
biblical examples of the use of goals and strategies in Scripture are abundant. Moses
received a lesson on strategic leadership through delegation (Ex 18). David clearly had a
strategic plan when he confronted Goliath with his slingshot instead of Saul’s armor (1
Sm 17). Paul identified the goals he was hoping to achieve. Sometimes Paul’s goals were
very general (e.g. “to testify to the gospel of the grace of God”) (Acts 20:24), and
sometimes they were more specific (e.g. “I would like to visit Spain via Rome.”) (Rom
15:24). Even Jesus laid out a specific evangelism strategy when he sent out the twelve
disciples (Mt 10:5-14).

Is Leadership Biblical or Secular?
The concept of leadership itself is disputed among church leaders. For some,
leadership is absolutely, unquestionably, necessary for the gospel to be proclaimed. Dr.
Manfred W. Kohl, Ambassador for Overseas Council, claims that, “The key to active
Christianity is involvement in the Great Commission, and such involvement is largely
dependent on leadership. …We have learned from the past that every institution,
including the Church, either advances or declines depending on its leadership.”80 John
Maxwell boldly states, "…in churches, the only thing that works is leadership in its
purest form. Leaders have only their influence to aid them."81 Leadership expert, Aubrey
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Malphurs, states categorically that "leadership is the hope of the church.”82 Each of these
statements indicates a connection between leadership and the success of the church.
Others within the church question the need for the pastor to consider leadership
principles at all. For some, leadership is a secular construct and not a topic worth
investigation by church leaders. In his book, Unleader: Reimagining Leadership—and
Why We Must, Lance Ford asks the question, “If Jesus didn’t choose to focus on
leadership, why would we?”83 Dr. Leonard Sweet says, “This is the great tragedy of the
church in the last fifty years: We have changed Paul’s words, ‘Follow me as I follow
Christ,’ to ‘Follow me as I lead for Christ.’ Over and over we hear, ‘What the church
needs is more and better leaders,’ or ‘Training leaders is job one.’… Jesus said, “Follow
me.” We heard, ‘Be a leader.’”84
The lead pastor of a large church should learn to hold these oppositional
viewpoints in tension. One the one hand, whether or not one is going to lead is not really
the question. Leadership needs to happen, even if the leadership happens in the context of
followership as Sweet advocates. However, the church leader must be extremely cautious
that he or she does not forget the Psalmist’s reminder, “Some trust in chariots and some
in horses, but we trust in the name of the LORD our God.” ( Ps 20:7). Leadership apart
from the fellowship of the Son, guidance of the Father, and power of the Holy Spirit is a
toothless substitute for what God has in mind for church leaders.
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As lead pastors of large churches consider all the dialogue around the issue of
leadership, either intentionally or unconsciously, they begin to identify with one of two
metaphors in church leadership. The two most predominant metaphors offered to the
modern lead pastor are a choice between the metaphor of CEO or that of Shepherd. It
matters which metaphor the church leader chooses. The metaphors leaders use “…are
indicators of deeply held organizational meanings, values, and proscribed actions. As
such, they are significant indicators of how pastors view themselves as leaders and the
relationships that should characterize their leadership in the church.”85
The CEO metaphor places the lead pastor in the hierarchal position of the
corporate executive officer who issues orders and directs staff. Within the local church,
this means that action flows from the top executives down to other staff and volunteers to
fulfill the dictates of the chief. This model is efficient and provides a high degree of order
within an organization. There is clarity around who is in authority and how the
organization is expected to function. All of this makes the CEO metaphor quite agreeable
for leaders who wish to affect change or execute projects and goals efficiently.
Although this model can be effective for getting things done, there are two
primary challenges the pastor must negotiate in considering this metaphor. The first is
that the model minimizes the personal relationships between the leader and the staff.
Subordinates are motivated to be successful and to please the leader by meeting
organizational objectives. The CEO metaphor is predicated on a top-down approach
instead of a more reciprocal, relational model.
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Second, in the CEO model, it is the senior leader and senior executive team who
establish and manage the vision for the organization. As noted previously, this vision is
often created from an assessment of the needs and purpose of the organization, rather
than in conjunction with a revelation from God. The CEO and the senior team assemble a
structure or system that will most effectively execute the strategy that has been developed
to bring the mission to success. In this instance, the lead pastor is in danger of allowing
the church to become “…less a community than a corporation,”86 and the role of the
pastor “…less a communal figure ordained for the sake of the good order of the
community of faith and more a CEO.”87
The Shepherd metaphor is a positive response to the CEO metaphor. It
emphasizes that leaders take on the servant nature of Christ. “The shepherding leader is a
man or a woman who builds a team slowly, loves the team members deeply, nurtures
them gently, supports them consistently, listens to them patiently, and prays for them
diligently.”88 Proponents of this model would say that the shepherd metaphor contains a
unique type of authority. “The shepherd’s authority is based on competence grounded in
mutuality, yet this authority requires accurate empathy to be properly empowered.
Pastoral authority is not primarily a coercive authority, such as that of a judge or
policeman, but rather an authority based on covenant fidelity, caring, mutuality, and the
expectation of empathic understanding.”89
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Although the biblical support for this model seems apparent, it too possesses
challenges that should be considered. The shepherd metaphor is ultimately an
anthropocentric model with the shepherd at the center of the ministry rather than at the
top. There is an inherent risk that the pastor becomes the focus of the faith-dependence of
the people rather than placing their faith in Jesus. Thus, the participation of volunteers
may be muted and the biblical vision of the church as the Body of Christ impeded.
Additionally, just as in the CEO model, there is a danger that the shepherd assumes too
much responsibility and authority. The opening verses of 1 Peter 5 make it clear that
there is really only one Chief Shepherd and that those in the church are, in fact, not the
pastor’s, but God’s.
When lead pastors seek a model or a metaphor for their leadership, it is clear that
both secular and biblical models are to be considered cautiously. The Christ Against
Culture Christian opposes any degree of secular contribution to the area of leadership.
Ultimately, however, because the Christian author, leader, or teacher is undeniably
influenced by the culture in which he or she lives, secular influence is unavoidable
whether that influence is acknowledged or not. To this, Kessler responds with three
points of consideration:
1.

“The Bible is not a handbook on leadership. For this reason, everyone who is in a
leadership position must use further sources.”90

2.

“Christian leaders should be knowledgeable in the fields of management theory,
sociology and psychology. On the one hand, it helps them understand and reflect
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on their own culture. On the other hand, church leaders can also learn from the
wisdom detected by people outside of the church.”91
3.

“Leaders should check which leadership models are applicable within the biblical
framework (theology, Christology, pneumatology, anthropology, and ecclesiology)
and can be of help in the context of church leadership.”92
The Christ of Culture group welcomes best practices from the corporate arena as

long as it does not conflict with the Bible’s teaching. The danger in this approach is that
the “leader’s own worldview, as well as his or her biography, influences his or her
choices and hermeneutic approaches used to apply the passages from the Bible to
leadership concepts.”93 Dr. Gangel, professor of Christian Education at Dallas
Theological Seminary, warns that, while it may be beneficial to “spoil the Egyptians, to
borrow eclectically what the world has done, run it through the grid of biblical
understanding, and apply it to ministry,” one must always keep in mind that the “gospel
has always been countercultural in every age and in every place.”94
All of this is intended to illustrate that approaching the topic of leadership
dualistically is fraught with pitfalls. To state categorically that the topic of leadership
and/or specific model of leadership is secular or biblical is overly simplistic. As it is with
most human endeavors, the dimension of leadership is varied and nuanced. It is worth
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restating that the church leader should approach most models humbly, thoughtfully, and
with a desire to represent Christ well in the process and the outcome.

Leadership in the Tension
As the large church leader attempts to manage the tension between the biblical
and the secular in developing a leadership model, it would be helpful to operationalize
the process in the form of a question. For large-church leaders to arrive at a philosophy
and model of leadership that honors the gift God has entrusted them with, they should
begin with the question, “What degree of transcendence does this model inhabit?” Rob
Haskell observes,
The focus of the secular mindset leads consistently to a practical implication:
when humans look for answers in their own sphere of activity, they are inevitably
reduced to developing technique. The world they live in is a physical world and
must be handled with physical and chronological restraints. These lead to
methodologies. Since secularization dispenses with anything beyond the palpable
universe, all of life is reduced to methodology, and all value is judged on the basis
of technique. In the absence of transcendence, technique reigns.95
It is the contention of this author that the issue of transcendence is what delineates
Christian leadership from secular leadership. Methodology can only partially answer the
question of transcendence. For lead pastors to truly wrestle with this issue within the
context of their leadership models, they must look deeply at their own heart and motives.
They must honestly contend with any unspoken desires for honor, success, and power.
The leader must consider and honestly confront the degree of trust he or she places in
their ability to control their environment and the degree of trust they are willing to
relinquish to The Spirit. Rowan Williams writes that when leadership is grounded in our
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relationship with Christ, "we become sufficiently 'at home' in ourselves-in-God to act and
respond to others with clarity, without the bondage of our power-hungry, fantasy-ridden
instincts clouding our vision. That is the kind of simplicity that can live with the terrible
contradictions, the multiplicity and conflict, of Christian theology and Christian images,
of the church itself and its relations with humanity at large."96 I believe that the
leadership model that best frames the picture presented by Williams is one that finds its
source primarily within the Trinity.
Perichoresis is the word contemporary theologians draw upon when they attempt
to articulate the doctrine of the Trinity. Perichoresis speaks to the relational dynamics
between the Father, the Son and the Holy Spirit. Karl Barth defined perichoresis as,
the three forms … interconnected in the totality of the action presented in them all,
or in each of them in its unity and totality, but that they are mutually related as the
forms of this one action by the fact that each of them also contains the other two
by way of anticipation or recapitulation, so that, without losing their individuality
or destroying that of the others, they participate and are active and revealed in
them.97
Gerald O'Collins' definition is simply stated as "The reciprocal presence and
interpenetration of the three divine persons."98
From the preceding descriptions, it is apparent that the concept of perichoresis
contains two principal features. The first is that the members of the Godhead (Father,
Son, and Spirit) mutually dwell in one another. The second is that there is to be no
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confusion of the persons of the Godhead in this mutual indwelling. Therefore, “the
concept of perichoresis can be defined as the mutual indwelling, without confusion, of
the Father, Son, and Holy Spirit.”99
When articulating the impact of the concept of perichoresis in the life of a
follower of Jesus, his high priestly prayer in John 17 is often cited. It is in this passage
that the link between the interaction of the Trinity and the disciples is made clear. Jesus
prays, “that all of them may be one, Father, just as you are in me and I am in you. May
they also be in us so that the world may believe that you have sent me” ( Jn 17:21). Jesus'
words to the Father—just as you are in me and I am in you—contributes to the biblical
basis for the doctrine of perichoresis. Jesus' words reference the interrelation of the
Father and the Son, and Spirit.
Jesus also invites his disciples, and those who come after, to join this rich
relational environment. In describing the nuances and implications of this concept,
theologian Paul S. Fiddes acknowledges Miroslav Volf, saying,
Volf is right that a human subject could not indwell a divine subject in ‘mutual
interiority,’ for this would mean that all divine actions could be attributed to
human beings and – perhaps more horrifyingly – all human atrocities become the
direct responsibility of the divine agents. But human persons can dwell in the
places opened out within the interweaving relationships of God; they dwell, we
might say, not in ‘spaces of subjectivity’ but in ‘relational spaces.’100
To capture this idea of inhabiting “relational spaces,” many theologians and
teachers favor a particular image in understanding perichoresis: that of a dance. “The
image of a dance is compelling because it incorporates both movement and participation
99
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as it provides a measure of definition to dynamics of the Triune God. From ancient times
there was a connection between perichoresis and dance. The Greek word for dance and
perichoresis share the same philological home.”101 Fiddes describes the divine dance of
perichoresis as “…the partners not only encircle each other and weave in and out between
each other as in human dancing; in the divine dance, so intimate is the communion that
they move in and through each other so that the pattern is all-inclusive.”102 Fiddes also
adds, “All such passionate actions, at every level, share in the movements within God
which are always making space with the divine dance for new participants.”103
The doctrine of perichoresis presents a new perspective on leadership. It offers a
participative understanding of leadership that begins within the Godhead. In this view,
leadership does not originate with proper education, a position of power, or even through
embracing gifts of the Spirit. For the Christian, leadership begins within the Triune God.
The church leader does not lead the staff or the church, but participants in Jesus’ leading
of the church by his Father’s will and the empowerment of the Holy Spirit.
Fiddes says, “The point of Trinitarian language is not to provide an example to
copy, but to draw us into participation in God, out of which human life can be
transformed.”104 These words have profound implications for the church leader. They
indicate that transformation occurs as the leader is drawn into participation with God.
Leadership depends on a flow of grace that begins with the Triune God. Academic and
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pastor, Jim Horthius states that, “Perichoresis establishes leadership as a participative
movement of grace that originates within the Triune God.”105 He then explains,
According to the Father's will, Christ leads the Church, and the Holy Spirit
actualizes this as specific people are caught up in this flow of grace and lead with
Christ in specific contexts. Rooted in such a participative Trinitarian theology,
those who take up the mantle of leadership will view their ministry as a means of
participation in the mutual, ecstatic ministry of the Triune God. Evidence of such
mutuality in leadership is the development of trust between leader and those being
led.106
A perichoretic theology of leadership equips a pastor to resist some of the
temptations of modern leadership theories, whether identified as secular or biblical.
Primarily, it combats the human emphasis that is inherent in most leadership theories. As
stated previously, a perichoretic theology of leadership does not rely on the giftedness,
training, or positional power of the leader. It depends on the movement of grace within
the Triune God.
When this view of leadership is practiced, the church leader should experience the
freedom from anxiety that comes with surrender. Within perichoretic theology, leading is
a manifestation and a means of God’s grace. In other words, the outcomes are no longer
solely dependent upon the lead pastor. The leader is participating with the Trinity in a
giving and responding movement of grace. The lead pastor is simply responsible for
bringing his or her best self to the dance. Instead of strategy being the foremost factor for
success, the perichoretic leader finds success in being deeply present to the movement of
God’s grace and responding to manifestations of that relationship. We see this
exemplified in the lives of Paul and John as they each lead uniquely and effectively. Yet,
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their greatest desire was to lead with a deep, perichoretic intimacy and to faithfully
participate with Jesus’ ongoing ministry to the world.107
Additionally, when a perichoretic theology of leadership is embraced, the church
leader should be better equipped to support and care for the people. As the leader
experiences freedom from anxiety, they can affect the workplace culture in a more
positive and life-giving way. A leadership style that finds its genesis in the initiation and
movement of God will not treat people as a means to an end, but sees the deepening of
relationships as intrinsic to all leadership pursuits. The perichoretic leader is reminded
that Jesus prayed for those entrusted to him by his Father (Jn 17:2, 6, 9, 24). The leader
recognizes that the community is not resources to be used, but people to be loved and
cared for. In this manner, instead of using power to control others, influence will be
exerted to encourage, develop and inspire. However, even this must begin within the life
of the Triune God.

Conclusion
In this chapter, it was necessary to consider the role of the senior leader. In the
large church, apart from the Spirt of God, the single most significant contributor to the
workplace environment is the lead pastor. The lead pastor’s style of leadership will
directly affect the spiritual tone and culture of the church staff.
This chapter has acknowledged the incredible challenges and obstacles
confronting the large-church leader. In addition to the numerous stressors that are
already present in the pastoral role are the numerous additional challenges facing the lead
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pastor of a large church. These challenges include the desire and expectation for the
senior leader to be competent in the areas of large church management, strategy, and
technology in addition to the traditional expectations of preaching and pastoral care.
Additionally, church leaders are doing all of this within congregations that are more
demanding and less participative than in generations passed.
Furthermore, whether lead pastors are aware of it or not, they are adopting and
applying leadership models as they practice leading. Therefore, various models and
theories of leadership were presented so that lead pastors can become more aware of the
need to critically consider their models to determine if they align with biblical values.
Finally, the best opportunity the senior leader has for determining a leadership
model is to embrace one which allows for a perichoretic theology of leadership. For the
perichoretic lead pastor, leadership begins within the Triune God. The church leader
participates in Jesus’ leading of the church by his Father’s will, and the empowerment of
the Holy Spirit. Through the utilization of a perichoretic theology of leadership, lead
pastors can contribute to a positive workplace culture and create a workplace
environment that responds effectively to the spiritual formation challenges facing their
staff.

CHAPTER THREE

DISCOVERING A WORKPLACE SPIRITUALITY
We believe that the workplace is one of the most important settings in which
people come together daily to accomplish what they cannot do on their own, that
is, to realize their full potential as human beings.
—Mitroff and Denton, Spiritual Audit of Corporate America

Introduction
Chapter One presented the challenges facing large-church staff. In Chapter Two,
the tension experienced by spiritual leaders adopting secular practices was identified as a
factor contributing to these challenges. A perichoretic theology of leadership was
recommended as a model to help the leader resist some of the temptations of modern
leadership theories. Chapter Three will consider the leader’s role in shaping the
workplace environment and promoting an organizational structure that is conducive to
staff spiritual formation.

Organizational Culture
The term culture originates in social anthropology, and was advanced “…to
represent, in a very broad and holistic sense, the qualities of human groups that are
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passed from one generation to the next.”1 Similarly, organizational culture is considered a
system of conjointly accepted meanings that structure beliefs, values, and norms effective
in solving the problems of uncertainty and ambiguity in the workplace.2 Edgar Schein
identifies organizational culture as having three levels. First, there are underlying
assumptions, including assumed beliefs, thoughts, and feelings. Second, there are stated
values including goals, philosophies, and mission statements. The third level includes
artifacts, such as organizational structures, written policies and processes.3 According to
Schein, organizational culture consists of a set of shared meanings, assumptions, values,
and norms that prescribe employees’ behavior within an organization, through the use of
explicit structures and implicit conventions.4 Employees share these norms at their
workplace. Luo refers to organizational culture as the “moral tone [of] an organization.”5
The culture of an organization significantly influences the way things are done
and it is primarily actualized through the process of organizational socialization. This
process consists of indoctrination and training to teach new members and reinforce for
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current employees what is important and how things are done.6 Organizational culture
determines what behaviors are viewed as acceptable and creates a framework that
influences the employees’ thinking and behavior. According to Fry, it is made up of
visible artifacts such as dress, office layout, ritual, symbols, and ceremonies.7 The
essence of culture is a template of agreed upon, basic assumptions. These assumptions
may operate at an unconscious level, tend to be assumed by organizational members, and
are treated as nonnegotiable. They are so taken for granted that someone who does not
uphold them is viewed as an outsider and is “…automatically discounted and dismissed
as an undesirable deviate.”8

Organizational Spirituality
Over the last twenty years, the study of organizational culture has expanded to
consider the notion of spirituality in the workplace. Duchon reports that, “Since the late
1990s, publications such as Wall Street Journal, BusinessWeek, Fortune, and others have
reported a growing desire among employees for meaning and purpose at work, for a
spiritual dimension to organizational life.”9 Dent et al. note, “Many best-selling books on
leadership and management have ‘spirit’ or a comparable word in the title; the topic of
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workplace spirituality is beginning to appear in organizational behavior textbooks.”10
Furthermore, many conferences on this subject are now scheduled around the world.11
Workplace spirituality research, however, is still in its formative stages. In a study
designed to review academic articles dealing with the topic of workplace spirituality, this
author discovered that the first time spirituality appeared in the title of an article in
Academic Universe/Lexis Nexis, Business section, was in 1990.12
This lack of research in the past was partly caused by the nature of scientific
research, which excluded questions about God and spirituality as causal elements in
social science theory,13 making religion and spirituality issues of faith, instead of
scientific inquiry.14 Recently, workplace spirituality has begun to garner some attention
with a small number of organizational scientists. Even that work, however, tends to lack
critical inquiry. Typical to the current discussion of workplace spirituality would be
Giacalone and Jurkiewics’s Handbook of Workplace Spirituality and Organizational
Performance, which covers a variety of subjects within the topic of workplace spirituality
but does not offer any empirical research. In fact, the authors themselves ask the
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questions, “Is spirituality significantly related to various aspects of organizational
behavior and performance, and if so, how?”15
Nonetheless, the interest in workplace spirituality among those in the corporate
arena continues to grow. This increasing interest has caused Dr. Margaret Benefiel to
conclude, “…spirituality and management, once thought incompatible, have in the past
decade fallen in love.”16
Well-known corporations such as Taco Bell, Pizza Hut, Aetna International and
Deloitte & Touche “…are extolling lessons usually doled out in churches, temples, and
mosques.”17 Fraya Wagner-Marsh observes that “…a great number of highly diverse
firms are moving ahead with attempts to instill a spiritual approach to their corporate
cultures: Tom's of Maine, Herman Miller, TD Industries, Lancaster Laboratories,
Wetherill Associates, Toro Company, Sisters of St Joseph Health System, Medtronic,
Townsend and Bottum, Schneider Engineering Corporation, Bank of Montreal, etc.”18
According to researcher D. P. Ashmos, “There is increasing evidence that a major
transformation is occurring in many organizations. In what is sometimes referred to as the
spirituality movement, organizations that have long been viewed as rational systems are
considering making room for the spiritual dimension, a dimension that has less to do with
rules and order and more to do with meaning, purpose, and a sense of community.”19
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Business organizations are beginning to consider the benefits of acknowledging the
“inner lives” of their employees. “By finding and expressing love toward coworkers and
customers in order to build deeper and more fruitful relationships, serving the
‘developmental needs of individuals, communities and the biosphere,’ and deriving
meaning from seemingly random but synchronous events in everyday encounters,
workers can discover new energy and a deeper sense of purpose in their work.”20 An
article in HR Magazine concluded that, “Yesterday's business motto was ‘lean and
mean.’ Today's business motto is ‘lean and meaningful.’”21
Giacalone and Jukiewicz offer a broad definition of workplace spirituality as,
“…aspects of the workplace, either in the individual, the group, or the organization, that
promote individual feelings of satisfaction through transcendence. To elaborate, the
process of work facilitates employees’ sense of being connected to a nonphysical force
beyond themselves that provides feelings of completeness and joy.”22 However, in
developing a conceptualization and measure of spirituality at work, Ashmos and Duchon
identify three spiritual dimensions of organizational spirituality: (a) a sense of inner life,
(b) a sense of meaning at work, and (c) the conditions for community.23 These aspects of
workplace spirituality are key to creating a spiritually formative workplace for the largechurch staff.
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Inner Life
“Understanding spirituality at work begins with acknowledging that people have
both an inner and an outer life and that the nourishment of the inner life can lead to a
more meaningful and productive outer life.”24 Sometimes, however, in the large church,
staff can be viewed as a means to an end. When lead pastors see their staff primarily as
ministry partners tending to the needs of the greater congregation25 instead of disciples to
develop, those pastors may neglect tending to the inner life of the staff they are leading.
To acknowledge an employee’s inner life is to recognize the existential feelings
individuals have about the fundamental meaning of who they are and the contributions
they are making. The concept of an inner life finds support in the organizational behavior
constructs of individual identity and social identity. Individual identity leads to one’s
expression of social identity to some degree.26 A Christian’s identity should be centered
on the indwelling Holy Spirit, an ongoing transformation toward Christlikeness and
membership within the community of God. A Spiritual workplace in the context of a
church staff would enable and promote this identity.
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Meaning
“After recognizing a spiritual element in employees, the expression of spirituality
at work requires accepting that employees want to be involved in work that gives
meaning to their lives.”27 Mitroff and Denton conducted a 1999 study of spirituality in
the workplace. They collected one hundred and thirty-one surveys from the executives
and human resource departments of corporations across the country. They also performed
seventy interviews of managers and executives of an East Coast manufacturing firm, and
a West Coast utility. Their conclusion was that the pursuit of meaning and purpose is
unending, that people prefer integrated lives, and that the workplace is of immense
importance because people spend a majority of their waking time there.28
Other studies indicate that people want to have a sense that their jobs are
connected to a larger purpose in life. Giacalone and Jurkiewicz advise, “Many people
seek not only competence and mastery in their work but also to do work that has some
social meaning or social value.”29 Meaningful work involves cognitively meaningful
tasks in parallel with work that creates a sense of joy that connects workers to a greater
good and to things considered by the worker as important.30
One would assume that those working on a church staff would naturally
experience a sense of purposeful work. However, as the stories introducing chapter one
demonstrated, that is not always the case. Because most of the administrative and support
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staff are not involved in what is perceived as the more meaningful work performed by the
pastoral staff (counseling, officiating weddings, funerals, etc.), administrative staff can
struggle with finding signficiance in their work. Facilitating organizational spirituality on
the church staff requires that all staff experience their work as important.
Beyer indicates that spirituality has two components: meaning and belonging. He
states, “Because humans are meaning-seeking animals, they seek meaning in their work.
Because they are social animals, they also seek a sense of belonging to social groups
through their work. These two intangibles—meaning and belonging—enhance the inner
lives of individuals and give their work a spiritual dimension.”31

Community
This leads into the third dimension of the definition of workplace spirituality
described by Ashmos & Duchon: community. Community includes the notions of
“sharing, mutual obligation, and commitment that connect people to each other”32 in
ways that are “life-giving and not life-depleting.”33 This aspect of spirituality at work
relates to the necessity for people to live in connection with other people as part of the
fulfillment of their existence as spiritual beings.
Feeling like one is part of a community is a necessary element of spiritual
formation. It helps church staff to weather the challenges and difficulties presented in the
workplace. Vaill states that “…fellowship helps both leaders and members to confront
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the loneliness, disappointment, and pain of the modem organization and to decide that
these conditions should not continue to rot the spirit of the organization and the people in
it.”34 In Pfieffer’s study of management practices and their effect on the spirit of the
employee, he notes that an “…important dimension that people value at work is being
able to feel part of a larger community or being interconnected.”35 Duchon and Ashmos
conclude, “…it is important to recognize that belonging, i.e., being part of a community,
can now be seen as part of what is required of a spirit-friendly work environment.”36
Simply put: “People thrive in community and function best when they share praise,
comfort, happiness, and humor with people they like and respect…this kind of social
support reaffirms a person’s membership in a group with a shared sense of values.”37
In addition to simply belonging to a community, an individual must identify
her/himself as a necessary part of that community in order for the full benefits of the
community to be realized. Mitchell et. al. use the term job embeddedness in describing an
influence of employee retention. When one is embedded, he or she is less likely to
voluntarily leave that work setting because the employee possesses a sense of
connectedness with other people at work, feels that the workplace community fits other
aspects of his or her life spaces, and that leaving the community would be too significant
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a cost.38 Bennis argues that complex work required of the contemporary organization
cannot be achieved until the individuals within the organization feel like they are part of a
work community and identify themselves with that community’s purpose. He says, “The
longing for community is born in all of us. Too few corporate leaders understand the
depth of our craving to be part of something larger, and even fewer understand how to tap
that longing to turn individual workers into a cohesive, productive group.”39
It is difficult to imagine a vibrant expression of individual Christianity apart from
Christian community. An integral aspect of Christian identity is established within the
context of belonging and contribution to the family of God. This must be considered in
creating a culture of organizational spirituality on a church staff.

The Organizational Benefits of Workplace Spirituality
The literature promoting the benefit of workplace spirituality is significant,
including a number of studies promoting the advantages of spirituality in organizations.
One example is the study performed by Mitroff and Denton on senior executives. The
executives who were studied reported a belief that spiritual organizations were able to
generate more productivity from their staff by allowing their employees to bring their
whole selves to work.40 Other studies have made the case that spirituality in the
workplace can assist organizations in overcoming the “…negative consequences of
extended work-hours cultures and other aspects of bad management by providing
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employees with a sense of purpose and meaningfulness and perspectives of selfactualization.”41
According to Giacalone & Jurkiewicz, “…spiritually-based organizational
cultures are the most productive.” Duchon and Ashmos anticipate, “…when work unit
members report high recognition of having an inner life, when members report a strong
sense of belonging to a community, and when members report a high degree of meaning
in their work, we expect the overall work unit performance to be high.”42 Mitroff and
Denton argue that failing to account for the souls of employees results in organizations
that do not trigger the full creativity and potential of their employees. Subsequently,
employees do not succeed in developing themselves as holistic human beings.43
Workplace spirituality appears to present the possibility of increased individual
effectiveness resulting in performance improvement within the organization. Some may
be concerned that, because spirituality is considered anti-materialistic, it will lead to a
decrease in productive outcomes. However, spiritual development within the organization
appears to promote productivity.
While the production of empirical research in the area of organizational
spirituality is still incredibly limited, there is ample anecdotal evidence supporting its
positive effect on the workplace. Major companies and organizations have acknowledged
and even embraced the workplace spirituality dimensions of inner life, meaning, and

41

Christian Vandenberghe, "Workplace Spirituality and Organizational Commitment: An Integrative
Model," Journal of Management, Spirituality & Religion 8, no. 3 (2011): 212, accessed August 28, 2016,
doi:10.1080/14766086.2011.599146.
42

Duchon and Plowman, 816.

43

Mitroff and Denton, 83.

75
community in their employee culture. However, what is the state of organizational
spirituality in the church workplace?

Church Leadership and Workplace Spirituality
Healthy and vibrant workplace cultures do not simply happen. They require a
leader to thoughtfully and intentionally create what is necessary for the desired culture to
thrive. Leaders play an irreplaceable role in creating and sustaining an organization’s
culture. Often, they are the originator of the beliefs and values that the organization’s
members use to maneuver the challenges of external adaptation and internal integration.44
While the lead pastor is not wholly responsible to create the staff culture, he or she is the
single most influential person on the staff.
Leaders clearly have a responsibility in creating and maintaining their workplace
culture. If leaders desire a workplace that nurtures one’s whole life, they must actively
provide what is necessary for that type of workplace to thrive: attentiveness to the reality
of employees’ inner lives through providing meaning and community within their
workplace.45 Management consultant, Patrick Lencioni proclaims, “…if a manager has
any responsibility in the world, it’s to help people understand why their work matters”46
Bennis says that it is the leader’s responsibility to create a meaningful workplace.47 Thus,

44

Fry and Cohen, 267.

45

Duchon and Plowman, 828.

46

Patrick Lencioni, The Truth about Employee Engagement: A Fable about Addressing the Three
Root Causes of Job Misery (San Francisco, CA: Jossey-Bass, 2015), 134.
47

Bennis, 44.

76
the perichoretic lead pastor bears much of the responsibility of raising the spiritual
temperature of the church staff as a whole.
In Good to Great, Jim Collins studied eleven organizations and their leaders to
discover what creates high performance organizations. In it, he identifies what he refers
to as a Level 5 leader. One of the actions attributed to the Level 5 leaders is that they
establish their organization’s culture by creating an environment of inclusion, personal
responsibility, and open and honest communication among employees, so that they feel
empowered to raise issues and make decisions.48 Vaill addresses the negative impact
leaders can have on culture when he warns them to be careful that their workplaces don’t
become “…dispiriting places...with dispiriting leaders—leaders whose impact blocks the
spirit of others, setting people against each other and souring the climate of the
organization.”49
As the leader of the staff, it falls to the lead pastor to consider whether or not the
church staff experiences organizational spirituality in their church workplace. In
evaluating the degree of organizational spirituality present in the church workplace, the
lead pastor must consider the following series of questions related to the three dimensions
of organizational spirituality:
1. To what degree does the culture acknowledge the staff person’s inner life? Does
the staff person’s sense of identity hinge on their productivity and skill or do they
experience a sense of being Jesus’ beloved in the midst of daily activities?
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2. Do those on staff see their individual role as meaningful, even if it is a nonpastoral role? Do they have a tangible understanding of how their work benefits
others?
3. To what degree do church staff feel a sense of belonging and connectedness to the
other staff members? Do they see themselves as necessary and welcomed
members of the community in which they work?

Summary
As presented in the first two chapters of this work, the unexamined integration of
secular leadership and business models can cause the church staff culture to drift away
from Kingdom orientation toward secularization. The expectations on the lead pastor to
achieve a greater degree of success, and to possess leadership skills unprecedented in
previous generations can result in a staff culture predominantly centered on productivity.
This sort of culture is not conducive to the spiritual formation of those who spend their
days immersed in that culture.
For church staff persons to flourish, the most influential individual on staff—the
lead pastor—must act. He or she should seek out ways to create organizational
spirituality within the church staff, by being attentive to the three key aspects of
organizational spirituality: interior life, meaning, and community.
Lead pastors should carefully consider the workplace culture of their church. The
perichoretic lead pastor will evaluate to what degree the culture enables and contributes
to the staff person’s sense of identity in Christ and Kingdom, to what degree the
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individual experiences participation with the Spirit in meaningful work, and the staff
person’s sense of fellowship with other church staff.
In the next chapter, the importance of prioritizing spiritual development within the
church staff will be considered more fully. Finally, in chapter five, specific methods for
enhancing the three key aspects of organizational spirituality within the church workplace
will then be addressed.

CHAPTER FOUR

THE FORGOTTEN CONGREGATION
Never underestimate the power of a small group of committed people to change
the world. In fact, it is the only thing that ever has.
—Margaret Wheatley, Turning to One Another

Introduction
The lead pastor of a church is responsible for shepherding, leading, feeding, and
guiding the people toward spiritual growth and service for Jesus Christ.1 To that end, he
or she will devote a significant amount of time each week preparing a sermon and
preaching to the congregation. From the pulpit, that leader speaks words of challenge and
inspiration over the congregation, hoping that the Holy Spirit will use the preparation of
the leader and the words of God to deepen the spiritual life of the hearers and enliven
them toward Kingdom impact.
After Sunday, however, that leader is back in the office and engaged in the
business of the church. When the leader is the lead pastor of a large church, he or she is
assisted in the work of the church by paid staff persons who may or may not have been

1

Although the New Testament never speaks of a role called senior pastor or lead pastor, it is,
nonetheless a role prominent in the majority of large churches. It is a position derived from the role of elder or
episkopos. The examples of Moses and others indicate that God does establish hierarchal-functioning roles.
Therefore, the role of lead pastor is primarily viewed as a lead elder role. While this is an area where there is a
divergence of opinions regarding its biblical precedence, there still remains the reality of this functional
position in the large church.

79

80
present for the Sunday message. Some might have been present but were distracted,
perhaps many of them were working in other areas around the church campus, and a few
could simply be too tired to attend church or may have had conflicting family
commitments. For all of the lead pastor’s preparation, the staff – those leading ministries,
managing budgets, answering telephones, writing curriculum, and attending to a
magnitude of other responsibilities that are directly or indirectly related to shaping the
congregation—may not have received the benefit of the lead pastor’s best weekly
contribution to their spiritual formation.
In this chapter, the dimension of the staff as microcosmic congregation, a sub
congregation of the larger congregation, will be explored. First, the role and function of
the group known as staff persons will be considered. Next, the idea of church staff as a
congregation within a congregation will be investigated. Then, Jesus’ example with the
twelve disciples will be used to suggest principles for the lead pastor to consider when
engaging with the church staff. Following that, it will be argued that the staff’s influence
on the congregation-at-large warrants a significant investment of Christian formation.
Finally, the lead pastor’s response to the spiritual formation needs of the staff will be
considered.

The Microcosmic Congregation
Prior to exploring the idea of the church staff as microcosmic congregation, it
would be helpful to clearly define the identity and functionality of the large-church staff.
In The Multiple Staff Ministry, Marvin T. Judy defines the church staff as “…a group of
professional persons, presumably competent in their respective fields, who blend their
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services together to perform a ministry as a whole to the congregation. This leads to
definite functional roles for persons on the church staff as the entire staff works together
to help the individual Christian fulfill his responsibility in worship, nurture, and work.”2
He continues by likening the church staff to the fingers on a hand. He says, “There are
the preachers, the educator, the musician, the counselor, the administrator, the
receptionist, the secretary, the custodian—all are bound together as a working
organism."3 William Walker Lancaster adds that all the church employees are to become
a “… ‘priesthood of believers’ themselves in ministry to the people.”4
Large-church staff personnel find themselves in a unique role as a group, whose
vocational purpose is to affect the larger group within which they exist. Jerry Brown
defines this particular circumstance as the microcosm concept.5 In articulating what
Harold J. Westing refers to as a church in miniature,6 Marvin Judy says, “The staff, in a
sense, is a church within itself. It is a company of believers who are working toward the
fulfillment of their own Christian experience of worship, nurture and work in the world.”7
Brown explains the parallels between the church and the staff. He says, “Like the
church, a staff is called into being for a mission. In essence, the nature of a staff and a
church are the same: they are both a complex of interpersonal relationships—a people, a
2
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family, a body, servants of others.”8 He continues comparing the similarities between the
staff and the church body they serve. The goal of the church and the staff are the same: to
assist the individual members in growing into Christ-like maturity, helping one another
come together in fellowship and unity based on an experience of love (Eph 4:13-16).
Theologically, the church staff member is no different than any other member of
the congregation who is exercising his or her gifts for the betterment of the body.
However, in the large church, the paid staff is clearly expected to lead, organize, and
execute the majority of the programs and events of the church. Even though the church
staff person is a member of the body, his or her vocational role in the large church places
higher expectations on the staff person, as well as amplifying the influence that the
employee has on the congregation as a whole.
The employee has a unique relationship to the lead pastor and to the congregation.
In most cases, the church staff are members of the congregation but also have a proximity
to the lead pastor not shared by the rest of the congregation. In seeking a model for the
lead pastor to consider in determining an appropriate stance toward their staff, Jesus’
interaction with the twelve disciples offers some relevant principles.

Jesus and the Twelve
While Jesus and the twelve primary disciples are not an organizational model for
the contemporary church, the disciples’ proximity to Jesus in relation to the other
disciples and the larger crowd referred to in Scripture does possess some similarities with
the large-church context. Jesus’ twelve disciples were a part of the greater gathering of
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disciples as well as participants in the large gatherings. However, the twelve also seemed
to possess a role within the larger groups that was unique. Matthew 10 appears to indicate
that those twelve men were being set apart as a distinct unit under the direction of the
Leader, Christ. Jesus gave these men authority and a mission that he did not appear to
give to the larger group of followers. When one considers solely the discipleship example
of Jesus within the context of his interplay with the twelve, in comparison to his
interaction with the larger pool of followers, there are some contextual lessons that can be
applied.
Considering the contextual similarities, it would be useful for the church leader to
exam Jesus’ treatment of the twelve. From the time they were chosen, Jesus began to
prepare them for the continuation of the ministry (Matt. 4:19). Through intimate daily life
with Jesus, they were taught what to believe, do, and teach, as his witnesses to the world.
They were more than traveling companions or servants. Jesus called them friends (Jn
15:15). More so, he considered them fellow-laborers in the work his Father had given
him. He prepared them to be his “…chosen trained agents for propagating the faith after
he himself had left the earth.”9
Jesus’ words and actions indicate that he placed considerable importance on the
part of his work that involved the care and development of those close to him. A.B. Bruce
remarks that Jesus’ intercessory prayer in John 17:6 seems to suggest that Jesus’ training
of the disciples had been a central aspect of his own earthly ministry.10 More than
teaching the masses, Jesus’ strategy involved the development of those nearest to him,
9
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training them to become devoted followers who would replicate his Kingdom investment
by discipling others. Robert Coleman writes, “The initial objective of Jesus’ plan was to
enlist men who could bear witness to his life and carry on his work after he returned to
his father.”11
From the day Jesus began his ministry, he knew his time was limited. However,
there was much that could be done through the disciples, if the proper investment of care,
time, and training was made. Jesus had limited time to plant the future of his ministry in
the hearts and minds of those closest and most committed to him.
Unfortunately, many lead pastors fail to take full advantage of the discipleship
opportunities for developing those closest to them: their staff. Instead of investing their
limited time in the care and progress of their staff, many pastors tend to focus their
resources on teaching the crowd. In considering the effectiveness of this strategy, Neil
Cole, a Christian ministry expert, writes,
The reality is that the impact of a conference speaker is shallow compared to that
of the one who pours his or her life into a few people in a mentoring relationship.
Jesus never settled into a public speaking ministry for this reason. He would never
give His heart to the crowds and always withdrew to the few who would listen
and be changed. Jesus had the capacity to draw huge crowds, but instead He
invested his life in a handful of people who would turn the world upside down.12
Most leaders have heard some version of the Pareto Principle, which states that
“20 percent of invested input is responsible for 80 percent of the results obtained.”13 In
the church arena, this principle is often applied to volunteers by noting that twenty
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percent of the people tend to do eighty percent of the work. Furthermore, in referring to
exceptionally demanding people within the congregation, the pastor may note that 20
percent of the people seem to consume 80 percent of his or her time. Jesus’ investment in
his disciples seems to indicate that those twelve were worth investing 80 percent of his
resources even though they were metaphorically only 20 percent of his congregation. It
stands to reason from the outcome, that he saw his investment in the 20 percent as the
best way to obtain the 80 percent outcome necessary for his message to thrive.
Jesus words and actions demonstrate the priority he placed on the care and
development of the twelve. Jesus recognized the influence that the microcosmic
congregation—his disciples—could have on the larger group. It would be wise for the
lead pastor of the large church to consider the influence his or her staff has on the
immediate and long-term outcome of the pastor’s mission to shepherd, lead, feed, and
guide the people to spiritual growth and service for Jesus Christ.

The Influence of the Church Staff
Within in the large church, who wields more influence than the church staff?
Most large churches have powerful people, those with wealth, position, or an intimidating
disposition, who can make demands, campaign for change, or create conflict. The
powerful people may attempt to influence overtly or covertly, but it is the staff person
who is embedded at the heart of the culture of the organization who subtly exerts
influence in the greatest and smallest of ways.
The most basic reality about the staff in a large church is that the congregation
will emulate what it sees in the way the staff lives out their lives. Greg Ogden says,
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“What God’s people see modeled in staff relationships will affect the way ministry is
fulfilled throughout the church.”14 Kenneth R. Mitchell explains this in more technical
terms: “…when a subsystem takes leadership in a larger system, the smaller system’s
management of relationships is likely to be taken by members of the larger system as the
norm for relationships.”15 By this, Mitchell means that the congregation is watching and
learning from the example it sees in the staff. William P. Tuck puts it more simply when
he states, “If church members see staff workers who are constantly putting each other
down, circumventing each other for a place of greater recognition in the church, and
unable to relate well with their fellow ministers, they will have great difficulty in
understanding what it means to be servants in Christ's name.”16
Consider all of the areas the church staff exerts influence. There are some roles
that clearly affect the congregation in a significant manner. The pastoral staff (including
the lead pastor), for example, wield a considerable amount of influence: their spiritual
maturity is emulated by those the pastors teach, lead, and counsel. The theological
viewpoints and practices of those at all levels of pastoral leadership are passed on to the
teams and departments that they lead.17 Pastoral staff also clearly contribute to the
spiritual and theological beliefs, attitudes, and actions of the congregation.
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However, it is not only the pastoral staff who affect the spiritual climate of the
congregation. The receptionist greeting visitors or addressing callers affects the first
impressions in the minds of those the receptionist attends to. His or her demeanor and
disposition plants seeds in the visitor’s mind regarding the friendliness of the church, how
organized it is, as well as suggesting its theological leanings. A distracted, impatient, or
uninformed person in this position can have a profoundly adverse affect on callers and
visitors.
The financial operations staff frequently interact with various boards within the
church as well as the congregants directly. When those on this team fail to see their work
as ministry, they may default to an attitude that is focused primarily on profit and loss.
These individuals can affect the workplace culture by creating stress and conflict among
the other staff as well as propagating an attitude of scarcity among board members. In
dealing with the congregation directly, financial operations staff who do not see their
work as ministry, can elevate those who contribute to the profitability of the church, and
diminish those who don’t.18 Left uncorrected, this can lead to considerable divisiveness
within the church.
Staff on the production, arts and media teams exert a remarkable amount of
influence in the large church. The degree to which excellence is pursued and expected
reflects on both the organizational culture of the church as well as its theology. Does the
worship service create space for stillness? Does the worship service allow opportunity for
the Holy Spirit? What determines who is allowed to represent the church on stage?
Furthermore, what is the church posting on social media and what does the website look
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like? More so than the receptionist, the church website significantly affects first
impressions.
All staff persons, from the support staff to the executive team, are influencing the
church congregation in large and small ways every day. Marvin Judy devotes an entire
chapter to the significance of the staff’s effect on the church as it pertains to meaningful
worship, nurture, morality, and community impact.19 He begins the chapter by stating,
The ancient saying, ‘like priest, like people,’ to a large degree can be applied to
the church staff—‘like staff, like church.’”20 He goes on to say that the staff is
“…a company of believers who are working toward the fulfillment of their own
Christian experience of worship, nurture, and work in the world. How well the
staff fulfills its ministry within itself will determine to a large degree how well the
congregation will realize its fulfillment of worship, nurture and work in the
world.21
The Christian experience Judy refers to is not one of mastering techniques and
competencies. It is an experience manifested from the inner life of a believer within a
community. The argument being made in this chapter is that the inner life of the staff
determines the inner life of the congregation. If the staff is faithfully attending to their
inner life and allowing that inner life to produce the outward expression of ministry as a
team, then those in the congregation will experience a model for their own lives.
Conversely, if the staff pursues a flurry of ministry activity in pursuit of excellence and
results, but doesn’t adequately attend to their own inner lives, the congregation will
follow that poor example.
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Leonard Sweet writes, “Leadership is a functional position of power and
authority. Followership is a relational posture of love and trust.”22 According to Sweet,
the activity of leadership must first find its source in one’s identity as a Christ follower
within the community of Christ. All church staff, because of their ability to influence, are
leaders in the church. Subsequently, all church staff must be aided and encouraged in
finding their primary identity, authority, and power by attending to their inner lives as
followers of Christ. If this isn’t happening with the staff, it is unlikely that it will happen
within the congregation.
How can this happen when the lead pastor of the large church sees the
congregation as the primary spiritual objective and the staff as a supplementary
investment? How likely is it that the church staff will be spiritually formed in a way that
reflects Christian discipleship when the training happening in the workplace is primarily
attentive to technical competencies? "Individual persons who are members of a staff will
have certain spiritual needs which must be met in order to make a more fully effective
performance of ministry possible.”23 Not only is faith development a primary function of
staff, but is also the primary need of persons who are on staffs.24 The lead pastor is
responsible to ensure that the staff are being spiritually formed.
Others on church staff can participate in mutually encouraging and exhorting one
another. However, in the large church, it is typically the lead pastor who has the greatest
influence on the culture and the resources available to the staff. If he or she does not see
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the necessity for the intentional investment in the spiritual formation of the staff, the
workplace culture and resources available to the staff will reflect that approach.
Chapter one outlined the expectation held by many employees when they initially
join a church staff: that the lead pastor will “pastor” each staff member. The belief that
the lead pastor should be available as the personal pastor to every staff member may be a
viable one in a smaller church but is highly unlikely in the large church. However, that
should not negate the responsibility the lead pastor to ensure that his or her staff
personnel are being intentionally discipled. It is the lead pastor’s responsibility to ensure
that there are systems of care, accountability and appropriate resources provided to
ensure that the church staff person is a powerful example to the larger congregation of a
disciple of Jesus.

Conclusion
In this chapter, the concept of microcosmic congregation was identified to
describe the position of the staff persons with regard to the church they serve. The
example of Jesus and the twelve disciples was introduced to help the lead pastor of the
large church consider his or her responsibility for the spiritual development of those
closest to them. Furthermore, an argument was made that the spiritual formation of the
church was directly affected positively or negatively by the spiritual formation of the
staff. Finally, it was stated that it is the lead pastor’s responsibility to ensure that staff
persons are positive models of Christian discipleship. In the next chapter, suggestions
will be offered for how the lead pastor can take steps to accomplish this goal.

CHAPTER FIVE

CREATING A SPIRTUALLY FORMATIVE CULTURE
Spiritual formation in the tradition of Jesus Christ is the process of transformation
of the inmost dimension of the human being, the heart, which is the same as the
spirit or will. It is being formed (really, transformed) in such a way that its natural
expression comes to be the deeds of Christ done in the power of Christ.
—Dallas Willard, Spiritual Formation

Introduction
In chapter one of this work, the challenges facing the large-church staff persons
were addressed. These challenges were framed around the dimension of loss: one of the
losses experienced by the large-church staff person is a perceived loss of a spiritual guide
or mentor. Additionally, the first chapter also identified the perceived loss of sacred space
as a casualty of employment on a church staff. A third loss addressed in the first chapter
was the loss felt by church staff who anticipate enjoying a significant sense of spiritual
satisfaction in their work only to discover a less meaningful experience than expected.
Chapter five will offer a response to the three perceived losses experienced by
large church staff. This will be accomplished, first, by reiterating that it is the lead
pastor’s responsibility to determine the culture of the organization. Second, this chapter
will restate the need for the large-church lead pastor to adopt a model of leadership that is
more spiritual than secular. Following that, this chapter will argue for the creation of a
spiritually formative staff culture to respond to the challenges and issues claimed in the
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previous chapters. It will propose that the losses experienced by church staff personnel
could be mitigated by the lead pastor through the adoption of three workplace practices:
1. determining a workplace rhythm of life for the staff
2. providing a Spiritual director to the staff
3. instilling a culture that aids every church employee in seeing his or her position as
a spiritual calling.

Change Starts With The Leader
In a recent article on Forbes.com addressing organizational change, the author
stated plainly, “Change starts from the top. Period. If the leader isn’t bought into or
doesn’t ascribe to the change she wants to instill in others, then why should anybody else
follow?”1 This is as true for lead pastors of large churches as it is for CEOs of large
companies. Consider, for example, a change such as transitioning a church to a small
groups model. Most small groups experts will be quick to point out that, without the full
support of the lead pastor, small groups are unlikely to be successful in a church. In his
book, Small Groups for the Rest of Us, Chris Surratt echoes many small groups experts’
thoughts in saying, “It’s not impossible to build a successful groups system without the
senior leader being fully on board, but it’s extremely difficult. The congregation is going
to take its cues from the leaders, and if the senior pastor is not engaged in community,
they will follow his lead.”2 The same is true for creating or transitioning an
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organizational culture within the church workplace. Organizational change must begin
with the lead pastor.
It is the lead pastor’s responsibility to ensure that the dominant organizational
culture in the church workplace is one that has a positive effect on the spiritual formation
of the staff. It would be unwise for any church leader to assume that simply working for a
church contributes to a spiritually formative environment. After surveying 1900 staff
members of 14 large churches,3 Al Lopus, President of the Best Christian Workplaces
Institute, remarked,
The expectation is that because you are working in a church, the spiritual fruit is
more abundant, and relationships with co-workers are joyous and
harmonious. …However, it isn’t long before these expectations and reality begin
to clash. Without intentional effort to mold a healthy culture, poor internal staff
cultures grow and expand, potentially impacting the church’s witness in the
community.4
If the organizational culture of a church workplace is not contributing to the spiritual
formation of the staff, the duty to correct the workplace culture falls to the lead pastor.
As expressed in chapter three, the organizational culture is the environment in
which the church staff person functions every work day. It is the personality of the
organization and it consists of the organization’s assumptions, values, norms, and
tangible symbols.5 Giacalone & Jurkiewicz define organizational culture as a framework
of organizational values displayed in the culture that promote employee’s experiences of
3
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transcendence through the work process, aiding their sense of being connected to others
in a way that provides feelings of completeness and joy.6 One can easily grasp their
definition within the context of a church workplace. The lead pastor’s values are
demonstrated by the culture in which the church staff functions.

Spiritual Leadership
Because the organizational culture of the large church workplace is the
articulation of the implicit values of the lead pastor, a spiritually formative environment
is more likely to exist if that pastor is leading in cooperation with the Spirit. Reflecting on
his comprehensive survey, Lopus concluded that what mattered more to church staff than
pay, hours, or benefits was the spiritual heart of their leader and the way that it was
expressed in the life of the leader. Lopus articulated further, noting, “Leadership behavior
reflecting fairness, integrity, authenticity and transparency top the list. It is also a key
expectation that leaders demonstrate spiritual maturity by exhibiting fruit of the Holy
Spirit in their lives while keeping a focus on putting Christ first in daily decisionmaking.”7
As stated in chapter two, there are a myriad of leadership models. Many are
acceptable and appropriate for the church leader. However, when evaluating the spiritual
efficacy of a model, the church leader must consider the transcendency of the model. Fry
and others label a transcendental leader as someone who concerns themselves with the
personal development, spiritual growth, and well-being of those they lead. They
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intrinsically inspire a sense of spiritual survival and membership which can result in
positive organizational outcomes.8
According to Fry, “The theory of spiritual leadership is grounded in an intrinsic
motivation model that incorporates vision, hope/faith, and altruistic love, theories of
workplace spirituality, and spiritual well-being.”9 It’s source is an inner life that inspires
and gives insight, favorably developing a transcendent vision of service to those being led
and enhancing their expression of altruistic love. The purpose of spiritual leadership is to
access the desires of both leader and follower for spiritual well-being toward the end of
increased levels of organizational commitment and productivity. This is accomplished
through calling and membership and creating vision and value congruence across all
individual and organizational levels.10
Christian spiritual leadership finds it source in the Spirit more than
methodologies. It is concerned with using power to create room for others to discover and
develop their power within the Spirit. In chapter two, this was identified as a
periochoretic theology of leadership. It was stated that perichoretic leadership does not
originate with proper education, a position of power, or even through embracing gifts of
the Spirit. Perichoretic leadership begins within the Triune God. The church leader does
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not lead his or her staff and his or her church, but the leader participants in Jesus’ leading
of the church by his Father’s will and the empowerment of the Holy Spirit.
In addition to their capacity to drive change and create and communicate vision,
another key competence of perichoretic leaders is their integrity and capacity to serve the
needs of others. Perichoretic leaders find their motivation in drawing out the gifts and
abilities of those they lead and channeling those gifts toward Kingdom purposes.
Furthermore, perichoretic leaders surpass the tactics of the transactional and the
transformational leaders in motivating employees and creating effective organizational
change.11
For the perichoretic leader, the creation of a spiritually formative workplace
culture should proceed from his or her implied and expressed values. The leader’s Christlike example should set the tone for the rest of the staff and, subsequently, the life of the
staff should create a Christ-like culture within the congregation. Carter comments that,
“There is no exclusive requirement that church staffs be involved in spiritual search and
growth. That is part of the development of every whole person. But the church staff ought
to be an example for others of the integration of spirituality and vocation.”12 For the
church staff to meet goals of being an example in spiritual maturity and the integration of
vocation and spirituality, the perichoretic leader, who is continually being filled with the
Spirit (Eph 5:18), must ensure the necessary environment for spiritual formation to
flourish. Therefore, the lead pastor of the large church is responsible for promoting a
Spirit-led culture that empowers each staff persons’ inner life, helping them to recognize
11
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the purpose and meaning in their vocation and promoting relationships among the staff
that model Christ-like community. This can be accomplished by shaping the workplace
culture around spiritual formation practices.

Spiritual Formation
Before continuing the discussion around creating a spiritually-formative culture, it
is necessary to acknowledge that there may be some large-church leaders who are
cautious of the term spiritual formation. Within the Evangelical tradition, there may be
some concern about the term spirituality, especially when expressed in disciplines outside
of prayer and Bible study. For some, the cry of sola scriptura precludes practices
associated with the Roman Catholic (and pre-reformation Evangelical) tradition.
However, consideration of spirituality and the spiritual life within Christian
discourse is, “…simply talk about how human life comes to be shaped, formed,
transformed, and enlivened by the Holy Spirit.”13 Spiritual formation has two primary
emphases proceeding from the redemptive act of Jesus: being formed by the relationship
of loving God as well as action of loving others. As Beverly Vos concludes, “Put simply,
spiritual formation is becoming like Christ. It is to be his apprentices, alive in the power
of God, learning to do all he said to do, leading others into apprenticeship to him, and
teaching them how to do everything he said.”14 As stated in chapter one of this work,
spiritual formation is the process of being conformed to the image of Christ for the sake
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of others. It is inspired by the Holy Spirit and grounded in scripture and a faith
community.
A particularly relevant passage in this discussion are Paul’s words in Galatians 4,
where he says, “My dear children, for whom I am again in the pains of childbirth until
Christ is formed in you” ( Gal 4:19). Here, Paul is speaking as a pastor who desires that
those in his care will form their mind and life in complete harmony with the mind and life
of Christ. In commenting on the Galatians passage, Martin Luther stated, “The Holy
Ghost impregnates the Word so that it brings forth the fruit of faith. In this manner every
Christian pastor is a spiritual father who forms Christ in the hearts of his hearers.”15
According to Dallas Willard, spiritual formation is,
the process of transforming the person into Christlikeness through transforming
the essential parts of the person. Though transforming the mind is absolutely
fundamental, the other parts of the self also have to be transformed. Spiritual
transformation is not about behavior modification. It is about changing the
sources of behavior, so the behavior will take care of itself. When the mind is
right and the heart is right and the body and the soul and the relationships that we
have in our social world are right, the whole person simply steps into the way of
Christ and lives there with joy and strength.16
A number of Evangelical seminaries have introduced courses and degree
programs focusing on spiritual formation.17 Additionally, there has been increased
interest in equipping seminarians’ personal spiritual life by introducing spiritual
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formation practices as part of their theological development.18 In one such article, H.
Frederick Reisz, Jr. states, “It is also important that the teaching of spirituality and the
‘staging’ of spiritual formation disciplines within a seminary community are done in
ways that are integrated into the education and learning mission of the school.”19 Some of
the ways Reisz proposes for integrating spiritual formation into the regular life of the
theological education community include:
the use of lectio divina in connection with biblical courses; the use of some
faculty members as spiritual directors; the ability of the community to pray
together regularly; the use of classical spiritual disciplines and rituals in
responding to events in the life of the community; the ability of the community, as
a whole community, to observe times of communal quiet and contemplation; the
appearance of artistic and visual helps for contemplation on the campus (such as
icons and a labyrinth) and not just in the chapel.20
If the need for seminarians’ involvement in spiritual formation is becoming a
concern for those responsible for the welfare of individuals going into ministry, it seems
necessary for that concern to extend to church staff members who are also presently
involved in ministry. The creation of a spiritually formative culture within the church
staff workplace is the vehicle proposed in this project to address that concern. The rest of
this chapter will suggest opportunities for integrating spiritual formation practices into
the workplace of the church staff.
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Opportunity One: Spiritual Direction
It has been demonstrated that the role of the pastor in the large church is
significantly different from the traditional pastoral role. As Luder G. Whitlock Jr. writes,
“The principal task of the pastor was usually seen as a spiritual theologian who would
guide his people in the way of godliness. The pastor had the responsibility for the care of
souls. He was carefully trained for this responsibility and diligently applied himself to it.
It is only in recent modern history that some pastors became consumed with
administrative concerns.”21 Furthermore, as has been stated, the increased number of staff
required to operate a large church makes personal care for each staff person by the pastor
difficult. This reality conflicts with the expectations of many staff members, creating
feelings of loss. As Frank Campbell writes, “Staff members need a pastor as much as any
of the lay people in the church.”22 Sadly, the large-church staff are often unsure who to
turn to for spiritual guidance.
It is the contention of this work that the loss experienced by staff members who
feel they do not have a recourse in seeking spiritual guidance could be adequately
countered through the utilization of a spiritual director functioning outside of the staff
environment. Before articulating the argument, a brief overview of spiritual direction will
be explored.
In an article published in The Journal of Psychology and Theology, Reverend
Gene Barrette defines Christian spiritual direction as, “…the help or guidance that a
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person (directee) seeks and another (director) gives over a period of time in the process of
growing in a loving relationship with God.”23 Moon and Benner define spiritual direction
as “…one person's serving another through prayer, listening, discerning, and responding
to the presence of God in that person's life, to the end that she will grow in conformity to
Christ.”24 Through spiritual direction, the director helps the seeker to be aware, open, and
responsive to the presence, movement and invitation of the Holy Spirit for the seeker to
be transformed. It requires a belief and trust that the Triune God is presently at work in
the world and in each person.25
The term spiritual direction can be misleading, because it has very little to do with
one person directing another. Alice Fryling, a long time practitioner of spiritual direction,
writes, “The purpose of this friendship is not that one person directs the other but that the
spiritual director is a companion to the other. In other words, the spiritual director is not
really the director. God is the director.”26
Jesus’ ministry exhibited the central assumptions of modern spiritual direction.
While Jesus was frequently didactic, a significant aspect of his presence was one of
spiritual companionship. Consider, for example, his use of parables to entice listeners to
draw nearer to God (Mt 13:13-17). Jesus’ stories plunged past the listener’s intellectual
surface and lodged in their imaginations. The parables Jesus used caused his listeners to
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contemplate the truths of God rather than simply affirming or denying their assertion.
Also, the narrative of Jesus and Nicodemus suggests the beginning of a spiritual direction
relationship when Jesus invites Nicodemus to consider the movement of God in his life
(Jn 3:1-8). The activity of Jesus as spiritual director clearly extends to his interaction with
his immediate disciples as well. Howard Rice writes, “In Jesus we meet a master spiritual
guide; he paid attention to the disciples, held them in prayer and spoke truth that enabled
their understanding of the real meaning of their lives.”27
This practice continued throughout the history of the church. Moon and Benner
write, “The desert fathers and mothers gave advice to the neophytes concerning prayer,
fasting, work, discipline, virtues, and other skills and practices needed to discern the
spirits at work in them and to respond effectively.”28 Throughout the centuries, some
form of spiritual direction has been prominent in a number of faith traditions. In
particular, it has remained a consistent practice in the Roman Catholic Church. However,
in recent generations, the evangelical church is rediscovering its efficacy.
In the evangelical tradition, there has always been a value placed on pastors and
other Christians to aid fellow believers along their spiritual journey. “A classic
illustration of such guidance is found in the book Pilgrim's Progress by John Bunyan.
Pilgrim, for example, stops at the house of the Interpreter in order to receive counsel
regarding his journey. During his pilgrimage he discovers the necessity of developing
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discernment and the pain of taking wrong advice. Because the trip is difficult and
dangerous, good counsel and supportive companionship are important.”29
In recent years, spiritual direction and the role of spiritual director has begun to
find greater acceptance in widening circles of Evangelicalism. Respected pastor, Eugene
Peterson writes about being a spiritual director, finding a spiritual director and spiritual
direction.30 Fuller Theological Seminary, an institution founded solidly in the stream of
Evangelicalism, now offers a graduate degree in Spiritual Direction.31 The increased
interest in spiritual direction in some evangelical circles seems to be indicative of a felt
need for mentoring relationships that add to one’s intimate experience of God.
While the personal relationship with God is embedded in biblical theology, there
seems to be a gap in intentionally training disciples to encounter God experientially.
Forster Freeman points to the crisis experienced by seminarians when he refers to a study
by the Alban institute:
The research group surveyed 102 graduates of ten Protestant seminaries,
representing eight denominations, who had been engaged in parish ministry for
one to three years. These clergy had discovered that they had been well trained to
imitate the academic skills of their seminary professors, but had been awarded
their degrees without having experienced a growth in faith. The typical
respondent stated: ‘The greatest difficulty I seem to be having is being aware of
my own spirituality. I don't seem to have adequate spiritual disciplines that
continually nourish that faith. My prayer and worship life does not seem to feed
my own needs in this situation.’32
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An article in Christianity Today quotes author Jeannette Bakke as saying,
“Evangelicals are listening for God in ways that are different from our usual
understanding of discipleship. We are looking at many Christian disciplines, including
prayer, silence and solitude, discernment, journaling, and others…spiritual direction is
one of these disciplines many evangelical Christians are learning about and exploring.”33
As interest in spiritual direction rises to meet the spiritual needs of the evangelical
community, it seems apparent that the large-church staff should experience the benefits
as well.

Spiritual Direction and the Large Church Staff
At first glance, it would seem that the role of spiritual director to the staff should
fall to the lead pastor. However, there are a number of reasons why this is not a viable
assumption.
First, spiritual direction takes time. For spiritual direction to be beneficial, it
typically requires an investment of many months, if not years.34 This paper has argued
that the lead pastor of the large church is already involved in a number of areas of
leadership and administration. To burden the already overwhelmed senior leader’s time
with the expectation of a consistent, personal time journeying with every staff member in
a spiritual director relationship, is unrealistic. However, even if lead pastors were able to
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make the time, there are other reasons why they are not the best person to assist the staff
in spiritual direction.
Second, in spiritual direction, it is paramount that the directee feels safe. When
the spiritual director is the directee’s employer, it is highly unlikely that the directee will
feel the safety to share openly and honestly. Beacuse spiritual direction is primarily
focused on one’s relationship with God, a staff member who is experiencing a crisis of
faith or participating in activities or behaviors inconsistent with their church’s doctrine, is
likely to experience great concern about sharing that information openly with their lead
pastor/employer. It is for this reason that, in determining the role of a spiritual director for
the students of the Lutheran Theological Southern Seminary, the seminary was adamant
that, “…this person should have no connection to any evaluation processes related to [the
student’s] academic work or candidacy for service in their denominations…[and] would
not serve on any candidacy review panels on the campus.”35
Third, if the lead pastor is operating in the role of a spiritual director, there is a
potential conflict of interest. When faced with an inappropriate behavior or belief held by
the employee, they may find themselves torn between the loyalty they have for the people
they lead and the responsibility they have for the organization and the congregation. In
addition to the personal turmoil that can be created for the director, it also greatly inhibits
their ability to effectively discern the movement of God in the directee’s life. As Barry
and Connolly indicate, “Conflicting loyalties tend to interfere with the director’s ability
to listen.”36
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In addition, conflict of interest can also occur if another experienced staff member
in the same church is contracted to operate as spiritual director to the staff. If the staff
person acting as spiritual director to the staff reports to the lead pastor, that person may
be perceived as biased and unsafe, and he or she may also struggle with conflicting
loyalties. Their allegiance to the church and the pastor could be perceived as superseding
their ability to act as a safe presence to a directee. Furthermore, a director may even be
viewed as a potential competitor for church budget and space resources with the directee.
As a staff, each person’s successes and failures are intricately connected with their fellow
staff members. As Ruth Haley Barton advises, “We need people outside of our ministry
work environments who don’t care so much about our successes but care more about how
we’re seeking God and how we’re keeping that the priority in our lives and whether or
not we are living our lives for what it is that we most deeply value.”37
Finally, a significant reason why the lead pastor is not the best person to be the
spiritual director to every member of the staff, involves relational compatibility. As
Green states, “spiritual direction is a friendly relationship. Directee and director must be
comfortable with each other.”38 Because spiritual direction is an intimate journeying of
three relationships (director, directee and the Holy Spirit), it’s success hinges largely on
the compatibility between the director and the directee. The need for relational
compatibility limits the effectiveness of a strategy of assigning one specific spiritual
director to all staff.
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For the reasons indicated above, the best option for staff spiritual direction in the
large church is for the church leadership to enter into a relationship with directors outside
of the church staff. When spiritual directors are outsourced, the concerns of time, safety,
conflict of interest, and compatibility are adequately addressed. The lead pastor is still
responsible to lead the staff, to invest in their journey toward Christ-likeness, and to be
available to them in times of crisis. Furthermore, the lead pastor should ensure that staff
personnel appropriately utilize the benefit of spiritual direction and that the spiritual
director reflects the beliefs and values of the church.

Initiating Spiritual Direction for the Large Church Staff
There are potential challenges that need to be addressed in order for spiritual
direction to become a reality within any church staff. The culture and theologies of two
primary groups need to be successfully addressed for the spiritual director program to be
successful. The first group to be addressed is the senior leadership. This would include
the church elders and the senior staff leaders. Not only would this group need to find
value in instituting a spiritual direction program for the staff, but they would also need to
be prepared to champion it and provide the necessary finances for it to be successful.
Trust is essential in the spiritual direction relationship. Not only must the
employee be certain that their journey with the director is absolutely confidential, but
senior leadership must also have confidence that the guidance offered by the spiritual
director will reflect the orthodox Christian tradition. Direction that isn’t sensitive to the
employee’s context in an Evangelical church could cause the leadership of the church to
be suspicious of the program. All directors who agree to participate in the program
should be appropriately vetted.
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The second group to be considered for successful implementation of a spiritual
direction program are the staff members themselves. It would limit the effectiveness of
this initiative if a church were to mandate the use of a spiritual director for the staff
members. Spiritual direction relies on the inner motivation of the directee toward prayer
and deepening intimacy with Jesus.39 Therefore, it is essential that the staff be offered the
choice of whether or not to participate in this benefit.
A strategy for helping the staff to utilize the benefit of a spiritual director would
be the two-fold approach of motivation and accountability. The leaders and supervisors
would need to motivate the staff to use this benefit by presenting them with the vision for
its necessity. They would promote the value of emotional and spiritual growth in addition
to outlining the needs that a large-church staff faces (including those that were mentioned
previously in this paper). The leadership should address any misconceptions or biases
that the employees may have about the discipline. They should be informed about the
long history of spiritual direction in the church and the Evangelical tradition. They should
have the process and purpose of spiritual direction adequately explained to them.
Also, while mandating the use of a spiritual director would be counterproductive,
supervisors should maintain accountability by addressing the real and perceived obstacles
that prevent employees from utilizing the benefit. Furthermore, the use or disuse of the
benefit should be incorporated into the regular review process currently being used for
professional and personal development for all the staff.
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Spiritual Direction at The Crossing
The Crossing Christian Church in Las Vegas, Nevada, where this author serves as
Executive Pastor, ran a pilot program where the services of a spiritual director, Pat Meye,
were offered as a benefit to select, invited staff. In addition to being a spiritual director
who studied under William A Barry,40 Pat also founded and managed a Christian
counseling center. Because the center had been working in partnership with The Crossing
for over five years, the leadership of The Crossing was confident that Pat was skilled and
would reflect The Crossing’s values and beliefs.
A group of non-pastoral staff was invited to experience spiritual direction
through this third party for a period of eight months. During an individual meeting with
the executive pastor, each selected staff person was given a magazine article explaining
spiritual direction and was invited to participate. It was explained to them that
participation in the trial program was voluntary and that they could choose from one of
two options:
1. Meet with the spiritual director for one hour monthly and pay a co-payment of
$25. The Crossing paid an additional $50 to the director, or
2. Participate in the first year of a three-year program designed to train spiritual
directors, that required a three-hour small group training each month as well as individual
spiritual direction between the director and the participant every other month.41
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The Crossing paid $25 per month and the participant paid $25 when they met with the
director every other month. Half of the individuals who participated in the program chose
option one and the other half chose option two. Anonymous surveys evaluating the pilot
program were collected at the end of the eight months.42
Of the eight responses, six employees (75%), rated the overall experience as an
eight or higher on a scale of one to ten. All eight respondents stated that it would be a
positive benefit for church staff. One anonymous responder noted, “I felt comfortable
sharing all of my junk without feeling as though I was potentially crossing professional
lines or bothering someone with my negativity…”43 Another participant in the pilot
program stated, “I feel like I’ve experienced awesome spiritual growth in the short time
I’ve been receiving direction. I feel like I’ve been able to share my learnings with others
on several occasions.”44
Overall, the participants expressed many benefits derived from their experience
with a spiritual director. The following are some examples of participant’s comments:
“It felt like a life map for me.”45
“This has surpassed my expectations in the way God has directed me and given
me vision of what he wants for me and how he has gifted me and how he wants
me to use those gifts.”46
“I didn’t expect to be so encouraged that I was on the right track.”47
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“I’ve learned so much about talking with God and looking to God’s Word for
answers.”48
Two significant lessons also emerged from the surveys. First, a few responders
noted that spiritual direction would not be for everyone. This confirms the point made
earlier that it wouldn’t be helpful to mandate spiritual direction to all staff, but, instead to
make it available to those who wanted to pursue it. Furthermore, since the pilot program
only included one spiritual director, the issue of personality match may have affected
how well different candidates felt about the experience.
A second helpful insight from the surveys was comments regarding the
expectations of spiritual direction. Although each candidate was given an article
describing spiritual direction prior to joining the pilot program, many expressed a lack of
clarity about what spiritual direction was. This suggests that leaders wishing to
implement a similar benefit should take the time necessary to ensure that staff persons
understand the process and expectations of spiritual direction prior to their involvement.
The use of outsourced spiritual directors could significantly alleviate the sense of
loss experienced by large-church staff through the provision of a spiritual mentor in
addition to their pastor. While staff would always have the benefit of their lead pastor for
times of crises and for leadership, the spiritual director is able to invest in the staff
person’s methodical spiritual journey. As Henri Nouwen has said,
Therefore, we need a guide, a director, a counselor who helps us to distinguish
between the voice of God and all the other voices coming from our own confusion
or from dark powers far beyond our control. We need someone who encourages
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us when we are tempted to give it all up, to forget it all, to just walk away in
despair. We need someone who discourages us when we move too rashly in
unclear directions or hurry proudly to a nebulous goal. We need someone who can
suggest to us when to read and when to be silent, which words to reflect upon and
what to do when silence creates much fear and little peace.49
This role is best suited to someone who can commit to the long individual journey with
another, someone who can create a safe environment for the directee, and who is
relationally compatible with the directee.

Opportunity Two: Rediscovering the Call
In chapter one, it was determined that large-church staff personnel can experience
a perceived loss of purpose and meaning in their vocation. This loss is pronounced in the
roles of support and administrative staff in the large church.50 As previously stated, these
roles tend to be hired from within the church body and those accepting these roles seldom
have significant theological or ministerial training. Often, these staff members arrive with
an expectation of what the church workplace will be like. Lopus reports, “In our surveys,
staff tell us they want fun, exciting, challenging jobs that match their spiritual gifts and a
purpose that makes them feel their job is important.”51
Sadly, those expectations are often negated by the day-to-day operation of the
large church. Accounts payable clerks sit in cubicles and process billing statements.
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Administrative assistants order supplies and track event registrations. Janitorial staff setup events and clean up afterwards. Church staff can find themselves discouraged by the
realization that their role in the church workplace is strikingly similar to that role in most
secular workplaces.
Chapter three argued that one of the three essential aspects of a spiritual
workplace is the need for employees to feel that their work is meaningful. Not only does
this contribute to productivity, but it is essential for an employee’s satisfaction. As
Jonathan Haidts, the Thomas Cooley Professor of Ethical Leadership at New York
University’s Stern School of Business explains: “Happiness comes from between. It
comes from getting the right kind of relationship between yourself and others, yourself
and your work. …To really flourish, you need to feel that you are part of something big,
or something that will leave a mark, that will do something.”52 Dr. Richard Treadgold
studied transcendent vocation among 126 respondents. He concluded that,
Having a transcendent vocation—being engaged in work as a calling—is
significantly correlated with less stress, less depression, and greater clarity of selfconcept and is also correlated to the use of problem-focused coping. Greater
clarity of self-concept also is significantly correlated with less stress and less
depression. Consequently, there is a great likelihood that when we actively pursue
work activities to which we feel called by our inner guidance and for which we
have intrinsic motivation, we tend to adopt a problem-focused copying style and
are better able to handle the stress from daily life. We are also less likely to
experience depression.53
Experiencing work as meaningful is a significant aspect of organizational spirituality, the
construct identified in chapter three.
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The church workplace should be at the forefront of organizational spirituality. It is
literally an organization that exists for the advancement of the Spirit’s purpose of forming
people in Jesus Christ. Therefore, church staff members should be an example of a people
who experience a marked sense of meaning in their work. It is the assertion of this author
that the church staff person will experience a more meaningful work environment
through rediscovering the sense of calling in their Christian vocation.
As previously stated, the lead pastor plays a vital roll in ensuring this aspect of the
workplace culture is provided. The lead pastor is responsible for the cultural tone of the
organization. Vandenburghe reports, “Through the sense of calling, spiritual leadership
instills a sense of meaningful-ness to one’s work with the organization…”54
In the modern evangelical church, if one speaks of calling, it is predominately in
reference to God’s summons on a pastor to enter vocational ministry. Gordon T. Smith
argues for a much broader scope when considering calling. In reference to the topic of
calling in relation solely to those in vocational ministry he says, “…this notion is not
consistent with the biblical witness, and at different points in history the church has had
prophets that called us back to a more inclusive notion of both work and vocation.”55
Smith continues, “Closely related to the matter of work is the question of vocation and
what it means to have a biblical theology of vocation. My assumption here is twofold:
first, our work is done in response to the calling of God. God calls us to the work we do,
and thus our work becomes something that we do as an offering to God.”56
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There are two movements of calling: calling as salvation and calling as
responding to salvation by following Jesus. In the Bible, the word call is used most often
to refer to God's action in bringing people to Christ and the invitation to participate in his
redemptive work in the world. This sense of calling is especially prominent in the letters
of Paul. In Romans 1:5-6, Paul states, “Through him we received grace and apostleship to
call all the Gentiles to the obedience that comes from faith for his name’s sake. And you
also are among those Gentiles who are called to belong to Jesus Christ.”
Os Guiness says, “…calling is the truth that God calls us to himself so decisively
that everything we are, everything we do, and everything we have is invested with a
special devotion and dynamism lived out as a response to his summons and service.”57
Believers are first called to follow Jesus and are then called to take that relationship into
everything they do (2 Cor. 5: 17).
The ideology of calling has long been attributed primarily to the pastoral role.
However, calling can be ascribed to any believer following the vocational lead of God. In
considering the vocational aspect of calling, Martin Luther suggested that God is milking
the cows through the vocation of the milkmaid. He referred to vocation as a “mask of
God.”58 Karl Barth rejected the polarity between the pastor and other Christians when he
observed,
There can be no talk of higher and lower orders of specific services. There is
differentiation of functions, but the preacher cannot really stand any higher than
the other elders, nor the bell-ringer any lower than the professor of theology.
There can be no ‘clergy’ and no ‘laity,’ no merely ‘teaching’ and no merely
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‘listening’ Church, because there is no member of the Church who is not the
whole thing in his own place.59
Gilbert Meileander, Fellow at the Notre Dame Center for Ethics and Culture exclaims,
Do you want to know what is your vocation? Then the first question to ask is not,
‘What do I want to do with my life?’ It is not as if I first come to know myself and
then choose a vocation that fulfills and satisfies me. For it is only by hearing and
answering the divine summons, by participating in my calling, that I can come to
know who I am. We are not who we think we are; we are who God calls us to
be.60
Although those claiming the evangelical tradition pride themselves in the teaching
of the priesthood of all believers, in belief and behavior, there still exists an implicit
theology that those with the title ‘pastor,’ are somehow involved in a higher work than
the laity and even those employed by the church in non-pastoral roles. The basic meaning
of ministry is diakonia, “service.” Anyone who follows Christ is his diakonos, his
servant, his minister (Jn. 12:26; Mt. 20:26).
While corporate workplaces often create opportunities to help their employees
find meaning and purpose, the church simply has to draw attention to the meaning and
purpose that is abundant in every believer’s life: the meaning that comes from serving
Christ wherever they are. However, if the church staff is the most influential group in the
large church, they must recognize this reality in their service and their role. The gift of
living into one’s calling is an unexamined aspect of the workplace culture experienced by
many non-pastoral church staff.
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As stated in chapter three, it falls to the lead pastor to ensure that non-pastoral
church staff are awakened to the reality of their calling into ministry, regardless of their
role. It is the leader’s responsibility to let workers know that their work is important to
other people61 and how it is relevant to the mission of the organization.62 The lead pastor
is perfectly positioned to ensure that the people on the church staff understand that the
work they do, whatever the role, is a service to Christ—a ministry—and that service
should be performed in harmony with the divine summons.

Introducing Calling to Culture
In considering how lead pastors might go about aiding their staff in discovering
and embracing the meaning inherent in their service, J. R Woodward’s, book Creating a
Missional Culture offers helpful insight into initiating change in culture. Woodward says,
“…understanding culture involves six elements—language, artifacts, narratives, rituals,
institutions and ethics. These elements interrelate to create culture and make up what I
call the 'cultural web.'”63 According to Woodward, in order to initiate a cultural change,
the elements that make up the cultural web must be leveraged.
Language
An axiom of modern organizational theory says that language creates culture.
Words shape the culture in which humans operate. Therefore, if a lead pastor desires to
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alter the workplace culture and provide the vision for calling and meaning in every staff
role, language must be regarded.
Two of the areas where the lead pastor should begin evaluating language are job
descriptions and departmental designations. The majority of our non-pastoral job
descriptions generally mirror the same requirements of that particular job in any secular
workplace. There is little, if any, reference to the spiritual aspect of the work. Every job
description should be updated to clearly demonstrate how that ministry role contributes to
the work of the department, the church, and the Kingdom.
In the process of changing culture, the language used in reference to various
departments should also be considered. Some of the personnel in the large church work in
ministry (i.e., Children’s Ministry, Student Ministry), while other staff work in
departments (i.e., Facilities Department, Finance Department). In these instances,
language clearly implies that some staff persons are serving Christ, while others are doing
some other type of work. Language should be updated to include every area as a ministry.
(i.e., Operations Ministry, Facilities Ministry, etc.…)
Additionally, an argument could be made about using ministry language in every
job title. However, at some point, that becomes so cumbersome and ill-fitting that it may
prevent full assimilation. Nonetheless, the lead pastor and the staff can continue to look
for opportunities to affect language in the organization toward highlighting the spiritual
meaning in every role.
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Artifacts
In its most basic form, an artifact is “…a visible expression of a culture.”64 The
Guide to Prayer for Ministers and Other Servants, produced by the Upper Room, is a
daily devotional book aimed at serving those in ministry. The lead pastor could consider
providing this book or some other ministry-related item to every employee, perhaps at the
employee’s first staff meeting. In presenting this item to the staff person, that new
employee is being presented with an artifact demonstrating a belief that every role is a
ministry role. The artifact can serve as a daily reminder of the ministry the staff person
has been called to.
Narratives
Woodward says that “The dominant story of a particular culture gives meaning to
the language and artifacts of a culture, and the narrative shapes and forms a community in
powerful ways.”65 Every church staff culture has two predominant narratives: (1) the
story of God and humankind as revealed in the Bible and (2) the story of the local church
community.
With regard to helping staff rediscover a sense of calling in every role, because
the Bible is the source of the meta-narrative, it is essential that the staff know the stories
of those who served Jesus and his church in varying roles. An example of this would be
those commissioned into ministry in Acts 6. This narrative will be addressed more fully
in the next section.
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Secondly, the story of the church staff and local church community is one that
should be shared. Every staff member should be encouraged to share the stories of how
their job served Jesus and his church. The more the church finance manager, the janitor,
the graphic designer, and the receptionist can learn to articulate how what they do makes
a significant Kingdom impact, the more they will experience the joy of recognizing their
calling and live into their purpose.
Rituals
Rituals are routines or practices that are infused with meaning. Included with
rituals are often the concepts of rites and ceremonials. “Rites and ceremonials provide
certain characteristics to those trying to understand organizational culture. For instance,
rites and ceremonials involve elaborate and planned sets of activities, which are carried
out through social interactions”66 Rituals, rites, and ceremonials are usually performed
for the benefit of an audience and have multiple consequences, some of which are social.
One of the most meaningful of these rituals in relation to the church, is the laying
on of hands for pastoral staff as they are being commissioned into vocational ministry.
However, limiting this ritual to pastoral staff alone continues the fallacy that there are
higher and lower orders of serving Christ. This ritual could be extended to recognize the
calling of all Christ-followers, specifically those on staff.
In the Old Testament, the laying on of hands held a multitude of meanings.
Primarily it was used in sacrifices (Lv 16). Additionally, it was used in transferring
responsibility to a specific person (Nm 27:18-23). It was also used frequently for

66

H. M. Trice and J. M. Beyer, “Cultural Leadership in Organizations,” Organization Science 2 (May
1991): 149-150.

121
blessings.67 An opposing meaning of laying on of hands was when one meant to chastise,
arrest, capture or do violence to someone (Ex 22:11, 2 Chr 23:15).
In the New Testament, the uses of the action of laying hands on someone were
very similar to the practice in the Old Testament with the exception that the sacrificial
use was deemphasized and the impartation of spiritual gifts was added (2 Tm 1:6).
Through the act of laying on hands, Jesus blessed children (Mk 10:16) and healed the
sick (Mk 6:5; Luke 5:13). In Acts, the receiving of the Holy Spirit was also connected
with the act of laying on of hands (Acts 8:17-20; 19:6).
The laying of hands on the Seven in Acts chapter six is especially relevant in the
discussion of ritual and church staff. Luke writes,
…when the number of disciples was increasing, the Hellenistic Jews among them
complained against the Hebraic Jews because their widows were being
overlooked in the daily distribution of food. So the Twelve gathered all the
disciples together and said, ‘It would not be right for us to neglect the ministry of
the word of God in order to wait on tables. Brothers and sisters, choose seven men
from among you who are known to be full of the Spirit and wisdom. We will turn
this responsibility over to them and will give our attention to prayer and the
ministry of the word.’ This proposal pleased the whole group. They chose
Stephen, a man full of faith and of the Holy Spirit; also Philip, Procorus, Nicanor,
Timon, Parmenas, and Nicolas from Antioch, a convert to Judaism. They
presented these men to the apostles, who prayed and laid their hands on them.
(Acts 6:1-6)
There is a diversity of opinion on the significance of the apostles' laying hands on
the Seven. Some see the laying on of hands as an establishment to a specific office. A. T.
Robertson states, “The laying on of hands…was a symbol of the impartation of the gifts
and graces which they needed to qualify them for the office.”68
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Conversely, others view the installation of the Seven differently. In referring to
Acts 6:6, the Holman Precise Bible Commentary states, “The seven seem to have been
selected to meet a specific need, not to fill an official church position.”69 In Luke the
Historian, Bob Utley argues that the Seven “…had a task-oriented assignment…the word
“task” (chraomai) means ‘need,’ not ‘office’.”70 Later he adds, “…we use texts like this
to assert ordination (i.e. to dedicate people to a particular ministry). If it is true that all
believers are called, gifted ministers (cf. Eph. 4:11–12), then there is no distinction in the
NT between clergy and laity. The elitism set up, and propagated by, ecclesiastical
traditions needs to be reexamined in light of NT Scripture. Laying on of hands may
denote function, but not special standing or authority.”71
The plurality of intentions in laying on of hands throughout the Old and New
Testament along with example of the Seven, supports the view that this action is not
exclusive to those entering pastoral ministry. If those serving the tables in Acts 6 were
commissioned through the laying on of hands to do the work of ministry, it is reasonable
for church staff personnel to be afforded the same honor. Graphic artists, facilities’ staff,
administrative assistants, and accounts payable clerks should have the same reminder of
their calling to serve Christ.
One alternate perspective could be Paul’s instruction to Timothy, “Do not be
hasty in the laying on of hands” (1 Tm 5:22). This may be seen as discouraging a more

69

David S. Dockery, ed., Holman Concise Bible Commentary: Simple, Straightforward Commentary
on Every Book of the Bible (Nashville, TN: Broadman & Holman Publishers, 1998), 507.
70

Bob Utley, Luke the Historian: The Book of Acts (Marshall, TX: Bible Lessons International, 2003),
s.v. “Commentary on Acts 6:6.”
71

Ibid.

123
liberal application to the use of laying on of hands in ministry. However, the brevity of
this passage leads to disagreement about its intent. Primarily, 1 Timothy 5:22 has been
interpreted in two ways: in reference to ordination72 or in restoring a repentant sinner
(possibly elder) back into community within the church.73 Eerdman’s Bible Dictionary
notes that the second view “…seems to fit the context of verses 24 and 25 and the
historical context of false teachers best. The practice of laying on of hands in connection
with ordination was probably closely related to its use in connection with the giving of
the Holy Spirit and its gifts to new believers.”74 Kenneth Wuest states, “The laying on of
hands always signifies identification. The saint, upon forsaking his sin, is again identified
with the local church. In verse 19, we see the accusation, in verse 20, the conviction and
sentence, and in verse 22, the restoration to church fellowship.”75 Marvin Vincent’s Word
Studies in the New Testament agrees, saying that the verse is “Probably with reference to
that ritual in the formal restoration of those who had been expelled from the church for
gross sins.”76
The example of the Seven coupled with the lack of significant rebuff in the
Timothy passage added to the myriad of Old and New Testament uses of laying on of
hands indicate that the ritual itself has multiple uses beyond the commissioning of those
entering pastoral ministry. The ritual of the laying on of hands confers healing, blessing,
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and responsibility when used to recognize those who are intentionally serving Christ,
whether professionally or as part of the laity. To that end, a lead pastor should consider
adding this ritual to the onboarding process for all church staff. With the assumption that
they are appropriately vetted as representing the local church and Christ, it would seem
appropriate that every staff person would have the hands of the senior leaders of the
church placed on them and a prayer of blessing prayed over them in a ceremonial ritual
recognized by their church staff community. This grave and holy action helps to shape
the purpose of the employee, the staff and the culture of the workplace by reminding the
staff, the leader and the organization of each person’s calling to serve Christ.
Institutions
Although the word institution is not one that is typically used of the church by
those serving within the church, it is nonetheless an apt description. Miroslav Volf, with
the assistance of Peter Berger and Thomas Luckman, defines an institution as “…the
stable structures of social interaction” that develop when two or more people do the same
thing together repeatedly.77 Bergman says, “An organization is a formal group of persons
with specific goals and objectives, as opposed to a social group which may or may not be
planned, such as a street corner gang. An institution refers to a specific type of
organization which is established to achieve a set of given, often formal, ends.
Educational or correctional entities are examples.”78
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The term institution does not inherently imply an impersonal organization, as is
often assumed. However, the problem arises when it becomes an ‘-ism.’ Woodward
remarks, “The problem is institutionalism, when the institution takes on a life of its own
and starts rewriting the story that gave it birth, or when an institution oversteps its bounds
and becomes so bureaucratic that death is inevitable.”79 The danger facing institutions is
the tendency for the organization to expend a great deal of focus and resources on
growth, to such a degree that the institution begins to lose sight of its original purpose.80
At that point, the institution takes on a self-serving ethos that may, in fact, be opposed to
the original purposes the organization was created to serve.81
One can plainly see how the pursuit of growth could distract the local church
leadership and staff, allowing it to drift into institutionalism. As church leaders monitor
the trajectory of giving and attendance from week to week, it is easy to lose sight of the
fact that the church exists “…to praise and glorify God, to establish Jesus Christ’s
kingdom, and to proclaim the gospel throughout the world.”82 It is “an organism created
and used by God to transform Christ-followers into his likeness, to magnify his reputation
on earth.”83
If the lead pastor hopes to create a church staff culture that recognizes the call of
every staff member in service to Christ, he or she would be wise to consider the danger of
institutional drift. In order for the church staff to embrace their calling to serve Christ and
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find meaning and purpose in their work, it is important that the organization in which
they serve has not drifted from its original purpose.
Woodward recommends that leaders examine the systems within the local church
which implicitly demonstrate whether the church is on mission. He suggests examining
such questions as, “What are the written and unwritten rules that shape our culture? What
behaviors are considered faithful to the church’s sense of calling and thus celebrated?
What behaviors are considered disloyal to the vision and thus frowned upon or
punished?”84 The lead pastor should consider these questions and enlist the help of the
staff in answering these questions in order to successfully navigate the church-staff
culture.
Ethics
Ethics are the “…moral convictions that inform how the community lives.”85 As
Christians, the church staff should walk in the Spirit, for “…as God’s image-bearers we
are to reflect God’s character to each other and to all creation by aligning ourselves with
the divine cause in the world.”86 While most church workplaces have a code of conduct
and expectations of morality placed on their staff, it may not always be applied equally to
all roles. Members of staff will be at different levels of spiritual maturity, however, in
considering the staff culture, it would be useful to examine whether non-pastoral staff are
viewed differently than pastoral staff. Applying different expectations of biblical morality
to non-pastoral staff diminishes the staff person’s recognition of their calling.
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Every staff member should be graciously coached toward living a life worthy of
the calling they have received (Eph 4:1). The following quote was posted on a church
administration blog site:
The call causes you to focus on the solution and not the problem. The call draws
you closer to God, not to gossip and backbiting. The call makes you stay even
when the pay is insufficient. The call instructs you on which battles to fight and
which ones to let go. The call keeps you showing up on time and with the right
spirit. The call revitalizes you when you have your bags packed and ready to walk
out....The call says, 'I'm here for a purpose.’...The call propels you into your
tomorrow.87
This blog post speaks to the desire that is present in the church staff as well as the power
inherent in realizing their calling in whatever role they hold. When church staff personnel
discover their calling and live and work out of that calling, the Holy Spirit is more apt to
be the primary empowerer and influencer on the local church staff. This not only benefits
the staff, but helps the local church to align more closely with God’s vision for the
universal church.
The attraction people have for their workplace and the work they do does not
come from the sense of meaning and purpose alone. It also includes the sense of
belonging and community they experience in the workplace, among their fellow workers.
Gallup researcher, Tom Rath, discovered that people who have close friends at work are
not only more satisfied with their jobs, but they are more satisfied with their lives.88 In
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the organizational spirituality literature, this dimension of work has been called a sense of
community.89

Opportunity Three: A Staff Rhythm of Life
The first chapter identified one of the unique spiritual formation challenges facing
a church staff as the tension experienced when the person’s place of worship—their
sacred place—becomes their workplace. The tension created by the dual functions of the
worship space can result in a sense of loss of sacred space by the staff member.
The third chapter identified a sense of community as one of the essential
dimensions of organizational spirituality. Duchon was quoted as saying, “…it is
important to recognize that belonging, i.e., being part of a community, can now be seen
as part of what is required of a spirit-friendly work environment.”90
It would be helpful for the lead pastor who desires to create a spiritually formative
culture within the church workplace, to consider how the need for community and the
sense of loss of sacred space are interrelated. The English word, church, is used in
modern vernacular to refer either to a building or to a group of people. The New Bible
Dictionary explains,
The English word ‘church’ is derived from the Gk. adjective kyriakos as used in
some such phrase as kyriakon dōma or kyriakē oikia, meaning ‘the Lord’s house’,
i.e. a Christian place of worship. ‘Church’ in the NT, however, renders Gk.
ekklēsia, which mostly designates a local congregation of Christians and never a
building. Although we often speak of these congregations collectively as the NT
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church or the early church, no NT writer uses ekklēsia in this collective way. An
ekklēsia was a meeting or assembly.”91
The word translated church in the NT was predominately referring to a
community of people rather than a building. It becomes clear that the staff person’s sense
of loss is not related to the duality of the structure they work and worship within, but is
actually tied to the loss of worshipping community that they experience. The distractions
of the location impede the staff person’s ability to enter fully into the activity of the
worshipping community.
While it is important that the staff person continue to seek community and
worship within the larger congregation, the recognition of a second sacred community,
the microcosmic congregation formed by the staff, can help to supplement the loss
experienced through the distractions of the environment. When the staff person has
significant opportunities for worship and community as part of their inclusion on the
church staff, their sense of loss of sacred space may be mitigated. Chris Webb, President
of Renovare USA, says,
It is not only in the structure of our buildings, though, that our discipleship of
Jesus is manifested and reinforced—it is also in the structure of our community
life. Every week, we make choices about the pattern of our life together. We
provide opportunities for people to worship, pray, serve, learn, engage in mission,
or simply spend time together; and some of these activities we highlight more
strongly than others…in this we way create a context for following Christ, a set of
values, priorities, and opportunities which form the character of our community,
and the lives of its members.92
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Ruth Haley Barton adds, “We want to cultivate community within the ministries and
churches that we’re a part of so that it is a real community. …Ideally, the work
environment would be cultivating that kind of sense of community.”93
The establishment of this type of community on the church staff can be greatly
enhanced or diminished by the lead pastor. Dutton states that, “A leader’s every move
affirms or disconfirms the potential for building high-quality connections. …A leader
with this kind of relational attentiveness can play a key role in sustaining and repairing
the connective tissue of a workgroup, department, or organization.94
Church staff personnel share values, commitments and passions. With
intentionality, it is possible for the lead pastor to create a common pattern of life that aids
the staff in experiencing a sense of community, one that enhances their experience of
loving God and loving others.
The traditions of the church contain numerous examples of communities who
shared a rhythm of life for the purpose of spiritual development.
Some of the greatest pioneers of the Christian spiritual life—such as Basil of
Caesarea, Benedict of Nursia, Augustine of Hippo, and Francis of Assisi—
distilled the wisdom gleaned from groundbreaking experiments in community
into their regulae or community ‘Rules,’ the documents in which they
encapsulated the essential rhythms of a shared life in Christ. They learned that it
is possible to turn our patterns of activity into a powerful catalyst for spiritual
development.95
In speaking to leaders about these spiritual patterns we create in our lives, Ruth
Haley Barton says,
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It’s the rhythms and the spiritual practices that we practice daily and weekly and
routinely that keep us open to the presence of God. When we have those kinds of
rhythms in place, it’s almost impossible to get too far from the sustenance that
God’s presence can bring. When those rhythms are absent, it becomes very easy
to slip and become disconnected. My encouragement for leaders would be to
think about what the rhythms and practices are that we have in place. In the
Christian tradition, those kinds of rhythms are called the rule of life. Again, it’s
just a regular rhythm of habits and patterns and relationships and experiences that
keep us open to the sustaining and transforming presence of God in our lives.96
A rule or rhythm of life is simply a way or ordering one’s life around the
practices, relationships, and values that keep a person or a group open and available to
God and his spiritually transformative work in their lives.97 Webb states that “It is
possible for any church, congregation, group, or team to draw together their own
Community Rule—whether a detailed description of community structure and life, or a
looser, creative expression of the rhythm and values which we seek to embody.”98
Keith Meyer, a pastor at a church averaging over 3000 in attendance each
weekend, is part of a staff that has developed a rhythm of life for their community.99 He
says, “Our elders, the senior management team, and the staff are beginning to live
according to a written ‘rule of life’ that is frequently referred to throughout our
ministries. Church of the Open Door's rule isn't just a set of guidelines for prayer and
confession; it's a call to live in Jesus, in transformation, in community, in mission, in
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reconciliation, and in good speech.”100 An essential aspect of rhythm of life created by
the senior leaders, is the annual staff prayer retreat entitled, “Wasting Time With God and
Others.” The retreat is scheduled at the busiest time of the staff season—the week before
the fall kick-off. There are no strategic planning sessions, team exercises or professional
training. It is simply a time devoted to focusing on being with God and with one another.
Meyer reports, “Being quiet for a few days is not what our staff finds normal, but they
have come to look forward to the retreat. It sets a baseline of dependency on God for the
whole ministry year. We teach them the need to create sacred space and time in their
lives and sacred rhythms of regular disengagement from ministry to reengage their life
with God.”101
Peter Scazerro, author and lead pastor of New Life Fellowship Church in New
York, initially created a rule of life for his pastoral staff. 102 In it, he includes the four
primary categories of Benedictine spiritual life: prayer, rest, relationships, and work.103
Scazzero cites as the reason for establishing a rhythm of life for his leaders that, “We are
essentially called to seek him above all else (Ps. 27:4), that is, to be contemplatives, out
of which we carry out our active ministry. At the same time, we recognize God has called
us to a level of intensity to bring Jesus Christ to our city and world through serving in
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different roles as a pastoral staff.”104 Scazzerro saw the need to recognize and establish an
expected rhythm of life for his pastoral team, as a necessary aspect of their spiritual
formation and their ability to disciple others. Ultimately, he extended the rule of life to
include his administrative staff as well.105
Scazzero noted that people, staffs, and churches often have established rhythms of
life that are unconscious. Values, practices, and habits exist that are adopted by
individuals and groups, often unconsciously or uncritically. The leader’s challenge is to
intentionally determine the desired practices, values, and habits, and create from them a
sustainable rhythm of life. Within the context of a church staff, this is especially
necessary to align the values and practices of the existing staff community while also
providing a modeled expectation for those being introduced onto the staff. Scazzero
suggests that those crafting a rule of life for a community could consider such broad
categories as “…history and particular gifts of the local church (mission statement);
worship; equipping; small groups and community; authority; Lord’s Supper and baptism;
hospitality; new members; the poor and marginalized; serving the larger community;
emotional health; and world missions.”106
Webb suggests that a senior leader invite his or her staff into the process of
establishing the rule for their community. He recommends that the community reflect on
six specific elements derived from the four great rules in the Christian tradition: The Rule
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of St. Benedict, the Long Rules and Short Rules of St. Basil, the Rule of St. Augustine,
and the Rule of St. Francis. The six key building blocks of a community rhythm of life he
refers to are intention, prayer, work, mission, hospitality, and commitment.107 For five of
the six elements,108 he offers a question for the leader and community to reflect upon to
help them arrive at the practices, values, and habits they desire to incorporate within that
element:109
1. Intention: Sharing a life in Christian community, by the grace of God at work
among us, who do we hope to become?
2. Prayer: How and when will we pray – together, and apart?
3. Work: How will we express our passion for Christ, and our desire to walk more
closely with him, in our work?
4. Mission: How will our life together help us fulfill the calling God has given us?
5. Commitment: How can our community’s life help us commit ourselves ever more
deeply to one another, and so to Christ amongst us?
One aspect of a communal spiritual rhythm adopted by many is fixed-hour
prayers. In this practice, the staff would cease work at appointed times of the day and
individually or collectively pray. In his book, Praying with the Church, Scot McKnight
reminds his audience that, as a practicing Jew in the first century, Jesus and his disciples
would have practiced the Jewish rhythms of prayer. McKnight points out that this rhythm
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would have included praying the Psalms, reciting the Lord’s prayer and praying the
Shema twice daily.110 Ruth Haley Barton identifies fixed-hour prayer as a Christian
practice rooted in the Jewish tradition and in the patterns of the early church. She
concludes, “Indeed it is one of the oldest ways of praying—so old in fact that it is not
even taught overtly in Scripture, it is merely assumed.”111
A staff rule or rhythm of life should not be burdensome. It should crystalize the
beliefs, practices, values, and habits that should already be present in some form, within
the church staff. “The routine use of Bible reading, prayer, and devotional time may be
all that some staff want from the common times together (and some may not even feel a
need for that), but there are often underlying tensions and feelings of deprivation that can
be relaxed by some attention to spirituality.”112 However, as the staff person finds
himself or herself in a time of silence, a posture of prayer, or an act of service that is
recognized as part of a communal spiritual practice shared by their coworkers, that staff
person has the opportunity to experience God and others in a special way.
James Davison Hunter argues,
…the church is a plausibility structure and the only one with the resources
capable of offering an alternative formation to that offered by popular
culture. …[T]he depth and stability of formation are directly tied to the depth and
stability of the social and cultural environment in which it takes place. Formation
into a vision of human flourishing requires an environment that embodies
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continuity, historical memory, rituals marking seasons of life, intergenerational
interdependence, and most important of all, common worship.113
As the lead pastor intentionally creates the environment described by Hunter,
through establishing a rhythm of life in the church workplace, those on staff will
experience the joy of being part of a worshipping community in ways that might have
previously eluded them. Through the use of an intentional rhythm of life, not only will
the leader concretize the values and beliefs of the church community in the minds of
church personnel, but will also help overcome the loss some staff may experience in
navigating the challenges of communal worship at their place of work.

Summary
This chapter addressed the challenges facing church staff which were presented in
the previous chapters. It proposed three opportunities for confronting the three losses
experienced by church staff, as well as addressing the three essential factors that
contribute to organizational spirituality.
The opportunity of spiritual direction was offered in response to staff personnel
who experience a sense of loss of spiritual guide or mentor. Also, spiritual direction was
suggested as a way to address the first need of organizational spirituality: the recognition
of an employee’s inner life.
Second, the opportunity to introduce a sense of meaning through recognition of
vocational calling was offered. Creating a culture that recognizes the calling and ministry
of every staff person will aid in overcoming the perceived loss of meaning that staff can
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encounter when their role in the church workplace appears to be very similar to the same
role in a secular workplace. The need for meaningful work is the second required aspect
of a spiritual organization.
The third opportunity recommended the introduction of a rhythm or rule of life to
the church workplace. It was previously argued that a staff person’s meaningful worship
can be impeded when their church sanctuary is also their workplace. Through the
establishment of a recognized workplace rhythm that seeks to provide opportunities for
staff to worship, pray and be discipled together as well as establishing clear shared values
and beliefs, staff can extend their experience of church beyond their participation in the
sanctuary. Additionally, as staff partake in the shared spiritual rhythms of the workplace,
they will also grow in the third necessary aspect of organizational spirituality: a sense of
connectedness and community.

CHAPTER SIX

CONCLUSION
This work has considered the question of how church leaders and staff can
compensate for the unique spiritual and emotional obstacles posed by the size of their
church’s administrative team. The solutions proposed to overcome these obstacles
include: the availability of a spiritual director, an enhanced belief in the sacredness of
each ministry role, and an intentional workplace rhythm of life. These proposals comprise
spiritually formative pathways which compensate for the spiritual obstacles faced by
large-church staff. Infusing these elements into the church’s administrative culture will
enhance the spiritual formation of the staff, and result in less emotional and spiritual
despondency in its members.
Chapter one of this work addressed the challenges facing the large-church staff
personnel. These challenges were framed around the dimension of loss. The chapter
argued that one of the losses experienced by large church staff persons is the perceived
loss of a primary spiritual guide or mentor. This occurs as staff persons attempt to adapt
to the transition that results when their pastor becomes their employer.
Additionally, the first chapter identified the perceived loss of sacred space as a
casualty of employment on a church staff. Staff personnel often see the church sanctuary
as an extension of their workplace rather than a worship space, and the space loses its
ability to facilitate a worshipful encounter with God.
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Another loss addressed in the first chapter was the lack of meaning experienced
by many on a church staff. Persons often join a church staff with the expectation that the
role will be replete with spiritual purpose and a sense of transcendence. However, many
staff persons are disillusioned when faced with the similarities their church role shares
with the secular workplace.
Chapter two claimed that a significant factor contributing to the challenges facing
the large-church staff persons was the secularization of church leadership. The chapter
argued that uncritical acceptance of secular models of leadership contributed to this
anxiety. A perichoretic theology of leadership was offered to aid lead pastors in
identifying a Spirit-empowered and Spirit-dependent leadership model.
Chapter three reviewed examples of workplace culture exhibiting organizational
spirituality proposed by a number of recent secular publications. These resources
identified, three critical components:1 attention to employees’ inner lives, the experience
of a sense of meaning in the performance of their jobs, and a workplace where staff
shared a sense of community.
Chapter four contended that the lead pastor of the large church was responsible
for ensuring the presence of the necessary elements contributing to a spiritually healthy
staff workplace. Church staff could be considered a microcosmic congregation and be
seen to possess a significant amount of influence on the spiritual formation of the larger
congregation.

1
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Chapter five sought to harmonize and resolve the issues identified in the previous
chapters. It was restated that the lead pastor is responsible for creating a workplace
culture that is conducive to the spiritual development of staff personnel. Additionally,
chapter five offered a response to the three perceived losses experienced by large-church
staff. Specific opportunities for the lead pastor to incorporate the three factors of
organizational spirituality into the church workplace culture were presented.
The first opportunity proposed was for the lead pastor to provide an outsourced
spiritual director to staff personnel. It was maintained that that the loss experienced by
staff members who feel they don’t have adequate access to spiritual guidance could be
countered if this benefit was offered to church staff.
The second opportunity was for the lead pastor to equip staff personnel with a
sense of meaning in their role. Lead pastors were encouraged to help staff to discover a
sense of calling and meaning for every role in the church workplace through the use of
the six elements of Woodward’s cultural web.2
The third opportunity included the integration of a workplace rhythm of life. By
structuring community life among the staff, employees would experience the joy of being
part of a worshipping community in ways that might have previously eluded them. It was
argued that a communal staff experience could mitigate the loss experienced by church
personnel who find it difficult to regularly participate in the congregational worship
experience.

2
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Suggestions For Further Research
In developing this study, it became immediately clear that little empirical research
has been done in areas related to the emotional and spiritual health of church staff.3 There
is some research exploring these issues in the pastoral profession, but reflection on the
rest of the church staff is remarkably scarce. Publications that have addressed church staff
generally review the practical methods of church administration such as team-building,
compensation, evaluations, policies, and procedures.4 With over 30,000 Protestant
churches averaging 500 attenders or more in the USAmerica,5 it becomes apparent that
the spiritual state of the personnel supporting those churches is a topic worth further
research.
Another area worthy of further exploration is the biblical and theological
understanding of a multiple staff setting. It would be helpful to explore the implications
of a lead pastor/shepherd who shepherds other shepherds under the authority of the Chief
Shepherd (1 Pt 5:4). One would want to consider what the shepherding orientation of the
other pastors on staff should be toward the non-pastoral staff. Furthermore, exploring an
overarching theological or biblical construct of a church staff model would be helpful.
Key areas to consider in this exploration include the “equipping” function of leaders
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referred to in Ephesians 4 and the treatment around those commissioned to serve the
widows in Acts 6.
A final area worthy of further exploration would include more empirical research
on workplace spirituality. The Ashmos & Duchon measure of spirituality at work6
referenced in this project was helpful but it is in an early stage of development. It was a
small sample study and was confined to a healthcare setting. Employees in that setting
may be more sensitive to their spiritual selves than those in other professions because of
the social values of their profession. More empirical research in the area of workplace
spirituality could assist church leaders in improving the church workplace as well as
ministering more effectively to those in other workplaces.
The purpose of this project was to draw attention to a quiet crisis within large
churches. As evangelical churches across the country continue to grow in size and scope,
in an attempt to reach the lost and hurting across the nation and around the world, there
are people on those staffs who are silently suffering. They struggle with the guilt and
shame that comes from feeling spiritually depleted and hopeless while working for an
organization that exists to embody the risen Christ. They encounter disillusionment and
failed expectations that can sometimes even lead to their own crisis of faith.
However, in addition to the Chief Shepherd, church staff have been gifted with
lead shepherds. It is the belief of this author that by illuminating this crisis, those lead
pastors will be presented with the opportunity to address and overcome the unique
challenges facing their staffs. While the burden is not theirs alone to relieve, lead pastors
are distinctly positioned to lead change within their organizations. As they strive to create

6

Ashmos and Duchon, 134-145.

143
workplace cultures that respond to the spiritual formation challenges their staff are
facing, not only will their staff benefit, but so will all who they have been entrusted to
shepherd.
The large-church workplace that embodies the Spirit-centered culture presented in
this dissertation is a workplace that will produce spiritually healthy staff. In turn, those
staff will influence the discipleship and development of those in the large church to an
even greater extent. As the staff persons’ inner, spiritual lives are nurtured, they will be
more equipped to minister to and influence others from the abundance of the Spirit.
When every role on staff is seen as a calling, unity will prevail as staff come together
with a common purpose and sense of mission. Finally, as the church staff finds a
communal, spiritual rhythm that reinforces the sacredness of a worshipping community,
they will be able to lead the rest of the church into a deeper understanding of and
participation in the richness of the Body.

APPENDIX A
The surveys on the following pages were submitted by eight administrative staff
members of The Crossing Christian Church in Las Vegas, Nevada after completing an
eight-month spiritual direction pilot program.
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APPENDIX B
The following is the "Rule of Life" for Leaders at Church of the Open Door in
Maple Grove, Minnesota:
•

Living in Jesus. We will have regular habits of "being with Jesus" for
transformation into Trinitarian life.

•

Slowing our lives down together to eliminate hurry.
§

Paying attention to God together, all of the time.

§

Confessing our sins to one another in safe groups.

§

Memorizing and meditating together on longer, transformative passages of
scripture.

•

§

Interceding for each other, our community, and our world in prayer together.

§

Mentoring/being mentored across generational, ethnic, class, and gender lines.

Living in Transformation. We will intentionally and freely speak into each other's
lives for the good of each other in all areas of our lives as individuals, groups, and
in our organization.

•

Living in Community. We will be with each other and do life together, and we
will not submit to the drag of institutional isolation and the slow death of going
too fast or being too busy to love each other.

•

Living in Mission. We will be in the world but not of it, and we will seek to serve
and be served by the least and all others around us. We will consider others better
than ourselves.
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•

Living in Reconciliation. We will expect to experience conflict and uncover
disorder in our relationships, but we will refuse to live in unresolved conflict and
will practice "the peace of Christ" among us.

•

Living in Good Speech. We will always believe and speak the best of each other
and not entertain rumors, gossip, demeaning talk, or slander but will bring as
needed any bad report to the light of each other's awareness for answer and
response.

•

Living in Submission to One Another. We will submit to one another in love,
believing that our community will most often have the wisdom we need, but we
will not allow submission to each other replace our call to submit first to God.
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